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ABSTRACT
THE EFFECT OF ORGANIZATIONAL VALUES ON SALESPERSON
PERFORMANCE
SEPTEMBER 1991

ANNE LEE BALAZS, A.B., SMITH COLLEGE
Ph.D.f UNIVERSITY OF MASSACHUSETTS
Directed by: Professor Eric N. Berkowitz

The focus of management theory and practice since the early Eighties has
been on organizational culture. Popular business literature has presented many
examples of economic turnaround and prosperity once the organizational culture
has been recognized, harnessed, and properly managed.

Analogous to the

anthropological term, the organizational culture is composed of shared values,
beliefs, and norms in an organization. Values are an integral part of a culture,
forming the behavioral patterns of its members. The sharing of values between
the corporate organization and its members is assumed to be necessary for
effective and profitable performance. Marketing management, and specifically
sales force management could benefit from the study of organizational culture.
The focus of this research is on how organizational values affect the performance
of salespeople.
A combined ethnographic/survey research methodology was used to
thoroughly investigate the impact of organizational values. Two firms within the
life insurance industry were the setting for this research. The first phase of the
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research was spent in agencies and the home offices of these two companies for
observation and interviewing. The second phase involved the administration of a
questionnaire to a national sample of life insurance agents and their sales
managers. The third phase investigated the level of value congruency in the
companies and the possibility of value exchange. The fourth phase integrated the
influence of organizational and personal values into the Churchill, Ford, and Walker
Model of Salesperson Performance.

The influence of value congruency on

performance and its determinants was addressed through causal modeling.
Depending upon how congruency between organizational and personal
values was measured, the results of this study differ. Using an index to determine
specific value differences between agents and their managers led to the conclusion
that value congruency had no significant effect on performance and its
determinants. Using the Shared Values Scale as an indicator of value congruency
led to the support of most of the study’s hypotheses regarding a positive influence
on the determinants of salesperson performance.

Neither measure provided

support for value congruency having a significantly positive effect on performance.
The implications of these results are that caution should be used in
measuring values and congruency between individuals and an organizational value
system; however measured, value congruency does not imply greater productivity
on the part of the salesperson; increased satisfaction and organizational
commitment and more accurate role perceptions were found among those with
greater value congruency.
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CHAPTER 1
INTRODUCTION

From strategic planning to "one minute managing" to quality circles,
American business has embraced many innovative management techniques
which hold the promise of growth. Among these is a recent fascination with the
corporate or organizational culture (Deal and Kennedy 1982). Popular business
literature has presented many examples of economic turnaround and prosperity
once the corporate culture has been recognized, harnessed, and properly
managed (Business Week 1980). Management consultants offer their services
to define, develop, and change "slipping" cultures (Johnson 1988; Thompson
1987).
The interest in culture stems from its behavioral implications.
Anthropologist Clifford Geertz defines culture this way:
an historical, transmitted pattern of meanings embodied in symbols; a
system of inherited conceptions expressed in symbolic forms by means
of which men communicate, perpetuate, and develop their knowledge
about and attitudes toward life (1973, p. 89).
Analogous to the anthropological term, the organizational culture is composed
of shared values, beliefs, and norms in an organization. Values are
fundamental to a culture as they affect the behavior of organizational members.
To improve corporate performance, the trend in management has been to foster
a particular culture by promoting certain values.
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The concept of organizational culture is still new and vague to
practitioners and marketing academics (Deshpande and Webster 1989; Kilmann
et al 1986). The notion of "cultural management," has been popular but not the
possible negative consequences of enforcing a desired culture. Legal and
ethical questions are raised by organizations promoting a certain type of culture
and perhaps ignoring their responsibility to organizational members and their
market. Society-specific and individual values may conflict with an
organization’s sales strategy (Schneider 1988). Organizational values inherent
in such goals as international expansion and aggressive sales tactics may be
pursued to the neglect of salespeople and customer needs. Professing to have
socially responsible goals and failing to follow through on them may make a
hypocrisy out of a corporation (Reynolds 1987).
Also it is unclear whether the organizational members themselves are
aware of the true nature of the organization’s goals. It is possible that the
many individual value systems held by salespeople are compromised in the
process of job training and in the act of selling as well. Organizational
members help to create the culture. They are subject also to the norms they
create. Cultural norms provide signals for job performance, yet personal and
work-related values may conflict. For example, if salespeople were expected to
make the sale "no matter what", it is likely that they might act against their
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better judgement. Values management could be misused as a control
mechanism to the detriment of the organization, its members, and customers
(Knights and Willmott 1987).

Purpose of the Research
Values are fundamental to behavior (Feather 1975; Kilmann 1981; Miller
1988; Pienta, Natale, and Sora 1988) and have been studied in all of the social
sciences including psychology, economics, sociology, anthropology, and history
(Thomas 1986). Values, as an integral part of motivation and performance in
organizations have not been examined in great detail however (Apasu 1987;
Brown 1976; Conner and Becker 1975). In fact, Conner and Becker note that
"(values) may supply some critical missing variance" (p. 558) in the
determination of performance. Miller (1988a) theorizes that a balance of
employer-employee perceptions regarding their respective organizational values
will lead to optimal understanding and performance on the part of the
employee. While the link between organizational culture and employee
motivation has been recognized, there is no organized theory to support this
connection (Weitz, Sujan, and Sujan 1986).
Recent research suggests incorporating the idea of a value exchange
process in the explanation of marketing behavior (Miller 1988a; 1988b; Miller,
Lewis, and Merenski 1985; Pienta, Natale, and Sora 1988). The interaction of
values may be an underlying determinant of behavior between marketing
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partners. The nature of organizational-employee relationships, business to
business relationships and salesperson-customer relationships have been
modeled as a system of value exchanges. Few studies exist which examine
the relationship between organizational values and personal values, their impact
on the sales force, and the effects on delivery of a service or task performance
(Miller 1988a; Congram, Czepiel, and Shanahan 1987; Miller, Lewis, and
Merenski 1985).
The Churchill, Ford, and Walker (1990) model of salesperson
performance may benefit from this theoretical clarification. (See Figure 1.1.) It
is the most widely used performance model in the sales literature. It has been
tested and modified in dozens of studies, many written by the same three
authors (Churchill, Ford, and Walker 1974; 1990; Ford, Walker, and Churchill
1975; 1985; Walker, Churchill, and Ford 1975; 1977). In theory the
performance model includes the organizational variable of culture as a
motivating force of salespeople.

The direction of this influence and the

variable’s possible interaction with other variables in the model, such as role
perceptions, job satisfaction, and the resultant impact on performance needs to
be studied. Given the behavioral outcome of value orientations, the
introduction of values as a source of some variance will improve salesperson
performance models.

4

FIGURE 1.1

THE CHURCHILL, FORD, AND WALKER (1990)
MODEL OF SALESPERSON PERFORMANCE
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The purpose of this research is to explore the effect of value systems on
salesperson performance. This dissertation will examine the impact of
organizational goals, individuals’ goals, the interactive exchange process
whichtakes place between organization and salesperson, and the results of this
interaction on job performance.

Exploring the Connection Between Performance and Values
While both the popular and scholarly management literature have
focused on the importance of a strong culture and its implications for
management practice (Deal and Kennedy 1982; Hebden 1986; Peters and
Waterman 1982; Pienta, Natale, and Sora 1988; Schwartz and Davis 1981;
Smircich 1983), research in marketing has not embraced the subject, with a few
recent exceptions. Lunsford (1986) cited opportunities for marketers in the
concept of organizational culture. Deshpande and Parasuraman (1986) related
corporate culture to strategic planning. Badovick and Beatty (1987) looked at
the impact of value congruency on marketing policy implementation.

The

Apasu (1987) study, which examined the importance of value structures in
relation to reward perceptions, explicitly related the subject to industrial sales
management. Chonko (1986) included sales organization characteristics in a
model of sales force commitment. Theoretically, through the internalization of
the organization’s values, the salesperson is committed to the organization and
this positively affects his/her performance. The study of values is important to

6

sales force management. Values inherent in the structure of the organization
are used to guide management practice and to influence and control the sales
force (Knights and Willmott 1987).
Performance is a behavioral outcome evaluated by the organization in
terms of its goals (Churchill et al 1985). But influences on salesperson
performance appear to be a loosely related set of variables. Despite the
research effort expended to identify the explanatory variables of performance,
few definitive conclusions have been drawn (Churchill et al 1985; Dubinsky and
Hartley 1986). For example, Churchill, Ford, and Walker (1990) have proposed
five factors to determine salesperson performance. Yet not more than 10% on
average of the variance in performance can be explained by any one of these
factors: aptitude, skill level, motivation, role perceptions, and personal,
organizational, or environmental variables are found to be significant but not allinclusive determinants. Organizational culture, as an organizational variable
does affect salespersons’ actions (Churchill, Ford, and Walker 1990). New
causal links in the path to performance are proposed often to account for
moderating variables and ones which have a multiplicative effect on other
independent factors. Antecedent conditions to performance such as sales force
selection, socialization, leadership role clarity, and organizational commitment
have been proposed to influence satisfaction, motivation, involvement and
ultimately performance (Dubinsky et al 1986; Dubinsky and Hartley 1986; Fry et
al 1986; Tyagi 1982). These studies illuminate the inter-relationships of
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behavioral variables that only partially explain the complexity of performance.
Consequently, the purpose of this study is to investigate the influence of
organizational values on salesperson performance via a set of theoretically
established variables related to performance: role perceptions, motivation,
satisfaction, and organizational commitment.

Understanding the Concept of Values
Existing research offers several definitions of the concept of a value and
its aggregate, the value system. The most widely used is that from Milton
Rokeach’s work, The Nature of Human Values:
A value is an enduring belief that a specific mode of conduct or endstate of existence is personally or socially preferable to an opposite or
converse mode of conduct or end-state of existence. A value system is
an enduring organization of beliefs concerning preferable modes of
conduct or end-states of existence along a continuum of relative
importance (Rokeach 1973, p. 5).
According to Rokeach, values are beliefs stating what is desirable or
undesirable for a particular culture. They pertain to ways of doing things (an
instrumental value) or to end results (a terminal value). Instrumental values
typically refer to issues of morality and competence such as honesty and logic,
while terminal values have personal and social relevance, such as being happy
and finding true friendship. Values are distinguished from attitudes by their
permanence. Norms and values also may be differentiated. Values are more
personal and internal whereas norms are consensual and external, relating to
and from group behavior.
8

In an organizational setting, values are goals and objectives including but
not limited to profits (Conner and Becker 1975; Miller 1988a; Miller, Lewis, and
Merenski 1985). But, as described above, organizational members hold
personal values as well. The resolution is that there are organizational goals
and personal goals that intersect and are shared. These are known as rolerelated values (Badovick and Beatty 1987). They consist of those personal
values that apply to the organizational setting and some degree of shared
organizational values, applicable to work and job performance. The common
values allow individuals to work and not conflict with others and to avoid the
conflict of not sharing all of the same goals (Blau 1974). This seemingly
resolves the question of totally separate motivations:
Socialization does not really involve the adjusting of his or her values to
fit those of a particular organization, but rather his or her learning what
that value system is and how to cope with it. This finding should not be
surprising because (personal) values are permanent (Hebden 1986, p.
70).
The process of learning the value system, "coping with it", and the effect on
performance is the subject of this research. The theoretical basis for this
process is found in exchange theory.

Evaluating Exchange and Value Exchange
Exchange theory helps to explain the relationship between the individual
and the organization. This relationship between firm and employee is said to
be contractual (Miller 1988a). The individual enters into a contract with the
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organization, with certain provisions, to perform a task and in turn to be
rewarded. The inputs provided by the individual are compared to the outputs
(or rewards) provided by the firm. If individuals feel that their efforts are not
reflected in the magnitude of the outputs, then they will adjust the inputs to
better correspond to the rewards. Likewise, the organization may adjust its
inputs to correspond to the outputs provided by its members. These exchange
relationships form subsystems of exchange partners within the organization.
The employer-employee value exchange subsystem is one of these
relationships.
The objective in this employee exchange subsystem, as with the other
subsystems (with other organizational members) is an even exchange or
balance. The salespersons’ expectations of the company’s responsibility to
them should be met by the company’s expectations of employee performance.
A mutually advantageous exchange relationship is the ideal. As Miller (1988a)
observed:
True equilibrium between the parties could exist only if both parties find
consistency in their respective pairs of perceptions. If only one party is
satisfied, there will not be equilibrium between them (p. 43).
Disequilibrium between the organization and its employees produces stress.
This stress is caused by differences between the individual’s personal values
(goals) and the organization’s values (goals). An equilibrium may be sought by
either party through the shared or role-related values (goals), as explained
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above. The value exchange which takes place in this process has not been
empirically tested.

Therefore, this research was guided by the following

objectives:

(1)

To describe the interaction of organizational,
personal, and shared work-related values of sales
organizations and their sales forces;

(2)

To determine the relative importance of these values as
motivators of performance;

(3)

To reveal how cognizant the salesperson is of organizational
values and under what circumstances the salesperson’s behavior
is affected;

(4)

To ascertain the direction of the influence of organizational
values on salesperson performance;

(5)

To challenge the assumption that salespeople must share the
same values as the organization in order to perform their job
well.

These objectives were achieved through the research design described in the
next section.

Research Design
Two life insurance companies are the subjects of this study. Both firms
employ commissioned sales agents to represent their financial services. One
firm has a total of 400 agents while the other employs 4000 agents. The
agents are located in every region of the United States. The Life Insurance
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Marketing Research Association (LIMRA) provided assistance to the researcher
as a source of trade information. Data collection took place during the period
December 1988 to August 1990.
According to Deshpande and Webster (1989) "Culture topics in
marketing can and should be studied by both traditional survey research and
ethnographic methods" (p. 5). This study included both methods. The
ethnographic phase provided an in-depth look at life insurance "cultures". The
survey research allowed for a broader understanding of the phenomenon under
study. First, to explore the value system(s) held by organizational members
and by the organization itself, qualitative, on-site research was conducted. A
company profile describing the history of the firm and competition within the
industry was drawn through interviews with management of the firms under
study and through a content analysis of corporate documents, such as training
materials and promotional literature. Depth interviews with salespeople and
sales managers provided "native view" perceptions of organizational dynamics.
The researcher attended sales meetings and corporate functions to better
understand the conditions under which the salespeople function. This
preliminary research aided in a clearer understanding of the unique cultural
characteristics of each firm. An attempt was made to understand the why of
business conduct rather than simply how it is conducted. Deshpande and
Webster (1989) claim that organizational culture research in marketing must
work toward this end.

12

A survey of the firms’ life insurance agents and sales managers
constituted the second phase of the study. Both groups completed three valuerelated exercises. The sales agents’ questionnaire also included variables
----—--

integral to the Churchill, Ford, and Walker model of salesperson performance,
e.g. items pertaining to role perceptions, motivation, and job satisfaction.
Performance data were obtained directly from the sales agent. In addition to
the values exercises, the managers responded to items regarding their
expectations of agents and organizational commitment. Personal,
demographic, and job tenure information was also asked of the subjects.
Respondents were assured anonymity. The questionnaire was pre-tested on a
representative sample of salespeople and sales managers in the life insurance
industry before being distributed on a national basis to the organizations’ sales
agencies.
The concept of a cultural match or congruency between the
organizations’ values and their sales forces’ values was examined. The
perceptions of organizational culture gained through the sales agents and their
managers were compared. The level of agreement between these sets of
perceptions indicates the strength of the organizational culture. The
relationships between the variables of the salesperson performance model and
the characteristics and strength of the organizational culture were analyzed
through path analysis. Other studies of salesperson performance have shown
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this to be a superior method for advancing theory (Behrman and Perreault
1984; Dubinsky and Hartley 1986; Fry et al 1986). Also, a recent study of
organizational values calls for causal analyses in future research (Beatty 1988).

Contribution of the Research
A research agenda has been set forth by the Marketing Science Institute
and others (Deshpande and Webster 1989) for marketers to "develop concepts
of organizational culture and apply them to marketing problems" (Deshpande
and Webster 1989, p. 13). This study contributes to a better understanding of
organizational culture, salesperson performance, and the role that value
systems hold in sales management. Particularly, it holds implications for those
organizations which maintain a well recognized value system or code of
conduct. Whether values explain any more of salesperson performance was of
primary interest. Even a moderate role in the path to performance would be
helpful to sales organizations; as the expense of maintaining an ineffective
sales force is prohibitive.
Ethical implications arise from the focus on the insurance industry. The
sale of life insurance policies and financial services is especially fraught with
moral dilemmas (Evans and Blase 1986). Life insurance salespeople are
negatively stereotyped for their persistent selling style. The demand for their
services is mainly derived from cold calling customers and asking them
"disturbing" or "sweat" questions. The issues of death, disability, risk, and
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retirement are used to emphasize the need for such services. And because the
sales pitch is often unsolicited, salespersons frequently meet with rejection in
their pursuit of new policyholders. Training for a sales position in this field
requires a serious commitment to a business that promotes fear and negative
consequences. Training techniques concentrate on eliminating all objections to
the purchase of the policy or service. It is likely that the salespeople entering
careers in insurance would meet with a conflict in their own values. A
commitment to the values of the organization are presumed to be essential to
successful performance. However it is unlikely that salespeoples’ values are
identical to those of their organization. Values are relatively permanent in
nature although they may change through socialization, therapy, or cultural
upheaval (Rokeach 1973, p. 37). This research proposes that salespeople in
this and other industries do not automatically assume their organization’s
values. Instead, an exchange process between the salesperson’s and
organization’s value systems is a more probable occurrence.
Finally, this study has managerial implications. The results imply
suggestions for recruitment, selection, training and retention strategies for
salespeople. Management will benefit from a greater understanding of the
perceptual process which is taking place during the training and development of
a sales agent. Misperceptions can be corrected if the data support an
alternative understanding of corporate culture and its promotion. For
practitioners and academics alike, this study of the relationship between
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organizational values and performance adds clarity to the much-quoted success
of organizational culture which, until now, has been contested by only a few
(Drake and Drake 1988; Reynolds 1987; Smirdch and Calas 1987). This study
challenges the assumption that shared values must result in successful
salespeople and successful organizations.

Structure of Thesis Chapters
Chapter 1 has been an introduction to the research and states the
objectives of the dissertation. Chapter 2 presents a review of the literature on
the factors that impact salesperson performance and organizational culture and
values as a motivating force of organizational members. Chapter 3 states
hypotheses to be tested, the variables to be studied, and outlines the
methodology necessary to test the hypotheses of this research. Chapter 4
details the results of the data analyses required to investigate values and the
causal links between the research variables. This chapter also discusses
implications of the findings with respect to the hypotheses. Chapter 5, the final
chapter, presents conclusions of the study and an agenda for future research.
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CHAPTER 2
REVIEW OF THE LITERATURE

This chapter reviews the sales management literature pertaining to
salesperson performance and its determinants. Performance is the dependent
variable in this study. The influence of organizational variables on performance
is covered specifically as the influence of organizational culture is the subject of
this research. "Culture" in marketing is new and is based in literature on
personal and organizational values. Values are introduced as a major
determinant of organizational culture. Organizational climate has been studied
in the past and an effort is made to distinguish it from organizational culture.
Methods to measure values and culture have been the subject of some debate
and are covered in this chapter. The few studies regarding values in the sales
management literature are reviewed. Finally, attention is given to other
management studies regarding life insurance sales and salespeople, the subject
of this research.

Salesperson Performance
Sales force performance is important to the organization as a whole.
The success of the organization depends on the actions of the sales force so
there is reason for sales managers to concern themselves with the
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determinants of performance (Dubinsky et al 1988). The performance of a
sales force is the ultimate professional concern of the sales manager (Bagozzi
1978). All activities of the sales manager are directed toward maximizing the
effectiveness of the sales force. The strategic planning, implementation and
control of the sales force are the objectives of the sales manager (Churchill,
Ford, and Walker 1990).
Performance is defined by Churchill et al (1985, p. 116) as "behavior
evaluated in terms of its contributions to the goals of the organization." The
organizational goals are communicated to salespeople who respond through
their sales effort and are rewarded based on that performance. If they do not
meet the expectations of the organization, they often leave the organization.
Performance is a strong contributor to the salesperson’s decision to leave
(Johnston et al 1988). Salespeople who perform well (as defined by the
organization) are more likely to stay than those who do not. For this reason,
salespeople should be concerned with the determinants of performance.
Turnover, absenteeism, and poor performance are stressful and costly
conditions that are better avoided by salespeople, their managers and their
organizations.
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The Churchill. Ford, and Walker Model of Salesperson Performance
The determinants of performance have been rigorously researched by
Churchill, Ford, and Walker (1974, 1990), Ford, Walker, and Churchill (1975,
1985), Walker, Churchill, and Ford (1975, 1977). Their Model of Salesperson
Performance (See Figure 2.1) includes motivation, role perceptions, aptitude,
skill level, personal, organizational and environmental variables as the
predictors of performance. Other models of job performance preceded the
Churchill, Ford, and Walker (CFW) Model and were influential in its design.
These include Vroom’s (1964) Work and Motivation and Porter and
Lawler’s (1968) Managerial Attitudes and Performance. Walker, Churchill, and
Ford (1977) integrated these prior studies and presented their framework for
future research on motivation and performance. Each of the models’ elements
will be discussed in this section.
Motivation.

Vroom’s work motivation theory, also known as Valence-

Instrumentality-Expectancy (VIE) Theory, is the basis of the motivation
component of the CFW Model. Motivation, as defined by this theory is
composed of three mental components. The first, valence, is the affective
orientation (positive or negative) toward an outcome. The outcome can be the
performance of a task, or secondarily, the reward resulting from the
performance of a task. People have preferences or positive valences for
different types of tasks and rewards. An outcome people would prefer, such as
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FIGURE 2.1
THE CHURCHILL, FORD, AND WALKER (1990)
MODEL OF SALESPERSON PERFORMANCE
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a job promotion with increased responsibility and pay, has a positive valence.
Outcomes which people would not prefer, such as a work layoff or cut in pay,
are said to have negative valences.
Instrumentalities represent the perceived linkages between extra effort
and the attainment of goals. If an increase in performance (one outcome) is
believed to result in a desired reward (a second-level outcome), then
performance of the task is instrumental in achieving a positively valent reward.
The extent to which a person feels the effort and outcome are related affects
the strength or probability of the instrumentality. Instrumentalities range
between 1.0 (a certain, positive relationship between effort and outcome) and 1.0 (a certain, negative relationship between effort and outcome).
The third component of the VIE Model is expectancy, or the belief that
an outcome is possible to achieve. Expectancies, like instrumentalities, are
expressed as probabilities. They range from 0.0 (no possibility of achieving the
outcome) to 1.0 (no doubt that the outcome is possible to achieve). Factors
affecting the formation of these subjective probabilities include prior work
experience, the amount of help expected from supervisors and subordinates,
and the level of confidence the person has in his skills (Pinder 1984).
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Together valences, instrumentalities and expectancies form the following
equation of motivation or Force ("the psychological force to perform an act"):

f, = tx (m
i=1

with valence symbolically defined as:
Vj = f[II*VJ

H
where Vj = the valence for the individual of outcome j and Vk is the valence of a
second-level outcome k.
The VIE Model assumes that people choose their level of performance
based on the expected utility of the outcome; that is, people work to achieve an
outcome in their best interest. They attempt to maximize their expected utility
based on information available to them, past experience, and their own
evaluations of the task and reward (Pinder 1984).
A modification of the Vroom Theory and additional influence on the CFW
model is the Porter/Lawler Model of Job Performance (See Figure 2.2). The
contributions of ability, role perceptions, intrinsic and extrinsic rewards and
satisfaction are found in this Model. Similar to the Vroom theory, Porter and
Lawler modelled work effort as a consequence of the value (or valence) of the
reward offered and a probability based on the belief that the effort expended
would lead to the attainment of the reward (instrumentalities, again). Effort
alone will not result in successful performance of a task however. The
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The Revised Porter/lawier Model
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THE PORTER/LAWLER MODEL OF JOB PERFORMANCE
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additional factors of personal abilities and traits, as well as role perceptions
(conflict, ambiguity, and clarity or accuracy) shape the eventual outcome of
performance. A person may value the reward offered and believe that his effort
will be sufficient to attain the reward, but an ability to perform the task and a
clear understanding of the responsibilities of the job are necessary as well. As
depicted by a feedback loop, performance of the task in turn affects future
instrumentalities.
Rewards and Satisfaction. A further development of the Porter/Lawler
model is the relationship between performance and job satisfaction. The
modelledrelationship between these two outcomes is mediated by the
individual’s perceptions of the equity of the rewards and the intrinsic and
extrinsic rewards offered. People perceive a reward as equitable when the
reward conforms to their expectations of what is an appropriate reward for the
work performed. Intrinsic (or internally mediated) rewards are personally
generated feelings of accomplishment and professional growth that stem from
higher order needs for achievement. These feelings are often associated with
the performance of work, that work is its own reward. Extrinsic (or externally
mediated) rewards stem from lower order needs for survival and economic well¬
being and are more often bestowed upon an individual for work performed in
the form of pay, bonuses and job security.
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The three reward determinants finally produce the level of satisfaction
which in turn determines the value (valences) of future rewards. This feedback
loop is seen in the CFW model where satisfaction is linked to motivation. Like
rewards, satisfaction can be divided into intrinsic and extrinsic components.
Intrinsic (dis)satisfaction is a result of the intrinsic rewards offered and extrinsic
(dis)satisfaction in response to the extrinsic rewards. The causal direction of
performance and satisfaction has been challenged in the literature (Bagozzi
1978), but remains a consequence of performance and rewards and an
antecedent of motivation in this model.
Role Perceptions. Role perceptions were introduced in the Porter and
Lawler model above as another contributing factor to performance.
Sociologists, psychologists, and organizational theorists have used role theory
to explain the organizational-individual relationship and its consequences (Kahn
et al 1964).

A salesperson’s role is a set of expected activities and behaviors

to be performed by any person occupying that position (Walker, Churchill, and
Ford 1977). A salesperson performs his role in the presence of others who
form his role set. These role partners include his family, top management,
immediate supervisor, customers, and other salespeople. The salesperson’s
perceptions of his role partners’ expectations influence his behavior. Role
accuracy is the degree to which the salesperson accurately perceives the role
demands of others. It may be general or linkage-specific. General role
accuracy is the degree to which the salesperson thinks he’s performing his job
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correctly. Linkage role accuracy refers to the salesperson’s perceptions about
the relationships between activities and performance of a task (expectancies),
and performance of a task and reward (instrumentalities). If the role
expectations of two or more role partners are incompatible, the salesperson
experiences perceived role conflict. If the salesperson feels he does not have
enough information to perform his job adequately, he experiences perceived
role ambiguity. He may be uncertain about the role expectations others have of
him.
Salespeople are boundary spanners. They are representatives of their
organization to a large role set of other organizations and customers. Their
intermediary position is a vulnerable one, as they attempt to satisfy a variety of
customer demands with the limited product offering of their company. This
requires creativity on the part of the salesperson. Oftentimes salespeople work
alone or travel with limited contact with their supervisors. They may be
uncertain about their own behavior. Salespeople are thus prone to role stress
in the form of role inaccuracy, role conflict, and role ambiguity (Churchill, Ford,
and Walker 1990). Role conflict and ambiguity are not entirely negative in their
impact however. It can be argued that some tension and uncertainty will allow
for creative problem-solving and a conscientiousness from salespeople who
experience these role stresses. Behrman and Perreault (1984) found in their
role stress model that role ambiguity had a significantly negative impact on job
performance and job satisfaction. Role conflict however only negatively
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affected job satisfaction and had a positive influence on performance. Their
conclusion was for sale managers to carefully consider their attempts to reduce
role conflict at the risk of reducing performance.
Aptitude. Similar to the abilities component of the Porter and Lawler
model, aptitude is a key element of the CFW model. Aptitude is the "overall
limit of an individual’s ability to perform a given sales job" (Walker, Ford, and
Churchill 1985a). Aptitude characteristics are stable psychological
characteristics that can be divided into two categories: mental abilities and
personal characteristics. Overall and verbal intelligence and mathematical
ability are mental abilities which are likely to positively affect salesperson
performance. Personality characteristics, such as empathy, aggressiveness,
and sociability encourage the salesperson to be sensitive, forceful, and sociable
which have positive influences on performance (Churchill, Ford, and Walker
1990). Lamont and Lundstrom (1977) used dominance, endurance, social
recognition, empathy, ego strength, and age, height, weight, formal education,
number of outside activities (hobbies), and membership in civic and professional
organizations to measure aptitude.
Skill Level. Skill level did not appear in the CFW model of 1977,
although earlier studies had demonstrated its connection to performance. It has
since been added to their model as a determinant of salesperson performance.
Skill level is "an individuals’ level of sales-related knowledge or proficiency at
carrying out the specific tasks necessary to perform a sales job" (Ford,
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Churchill, and Walker 1985).

Skill level is different from the other determinants

of performance in that it can change with experience and training. Sales skills
can be taught and learned. As a salesperson’s skill level increases,
performance is expected to increase also. The adage that good salespeople
are bom and not made can thus be challenged.
Personal. Organizational and Environmental Variables. While the other
variables in the model are explicitly defined, the personal, organizational and
environmental variables are less clear cut and those which have been identified
have produced equivocal results. Personal variables have included (but are not
limited to) age, sex, height, and education. Organizational variables have
included closeness of supervision, span of control, influence over standards,
and earnings opportunity rate. Environmental variables have included stability
of product offering, output constraints, and territory potential. More recent
studies have included additional variables such as salesperson adaptability
(personal) (Dubinsky and Hartley 1986), and product type (organizational) and
customer type (environmental) (Churchill et al 1985) as moderating factors of
performance. Personal, organizational, and environmental variables affect
performance both directly and indirectly through the other performance model
components.
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The Influence of Organizational Determinants
on Salesperson Performance
Studies focusing on personal characteristics and their relationship to
salesperson performance abound. But, the direct and indirect effects of the
organizational and environmental variables make them especially difficult to
measure. In a meta-analysis of salesperson performance conducted by
Churchill et al (1985), only five studies from the period 1918-1982 investigated
the influence of organizational and environmental factors. The conclusion from
this analysis was that there is a weak association between these factors and
performance but it is based on few observations and a limited range of factors.
Until 1982, there was little known and little interest in the effects of
organizational and environmental factors on performance.
One reason for the lack of research is the complexity of the relationships
among organizational factors and performance. These relationships are
mediated by a number of other variables. Recruitment policies, training
practices, and level and type of supervision affect role perceptions and job
satisfaction. These variables in turn affect salesperson performance. There
have been very few studies exploring these theoretical relationships. One early
study examined the relationships between organizational determinants and role
conflict and role ambiguity (Walker, Churchill, and Ford 1975). Role conflict and
ambiguity were known to have a negative relationship with job satisfaction,
leading to turnover and increased costs. If the organizational factors which
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contributed to these rote perceptions could be identified, they could be
controlled. None of the organizational determinants used in the study (size of
role set, supervisory style and innovativeness required of salesman) were found
to be significantly related to rote conflict or ambiguity. The authors concluded
that not all organizational determinants had been covered in their study and the
area was wide open for future research. Later studies included participation in
decision making and performance feedback as organizational policies and they
were found to be positively correlated with job satisfaction (Churchill, Ford, and
Walker 1976; Teas, Wacker, and Hughes 1979). Job satisfaction is related to
performance through the motivation component in the Churchill, Ford and
Walker model.
Given the inconclusive resuits of the Walker, Churchill, and Ford (1975)
study, Teas (1983) set out to re-evaluate the effects of supervisory behavior on
role stress (conflict and ambiguity) and job satisfaction. His study expanded the
dimensions of supervisory style to 1) consideration, 2) initiation of structure, 3)
feedback, 4) participation, and 5) experience. The results of the study revealed
a more specific connection between organizational variables and salesperson
reactions. For instance, role conflict was found to be significantly and
negatively related to consideration, initiation of structure, and participation.
Rote ambiguity was significantly and negatively associated with consideration,
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participation, and feedback. (The latter result interestingly conflicts with prior
research.) Finally, job satisfaction was found to be significantly and positively
related to consideration, participation, and selling experience.
Kohli (1985) examined four supervisory behaviors and their effects on
salespeoples’ role clarity, self-esteem, job satisfaction, and motivation. He
hypothesized that arbitrary and punitive behavior would have a negative
effect on job satisfaction, self-esteem, and instrumentalities and have a positive
relationship with role clarity. The salesperson would not be happy or motivated
by being punished but would understand what was expected of him. In fact,
this supervisory behavior was found to have a positive relationship with job
satisfaction and unrelated to the other variables. Contingent approving

behavior by a supervisor occurs when the supervisor rewards salespeople
contingent upon their performance or effort. This was expected to have a
positive effect on job satisfaction, role clarity, and instrumentalities and it did.
One exception was that contingent approving behavior was not related to
intrinsic instrumentalities which was not surprising. Intrinsic instrumentalities
are related to internally mediated rewards and are not contingent upon the
supervisory behavior. Upward influencing behavior refers to the relationship
that the supervisor has with his superiors and the effect this has on the
supervisor’s salespeople. If the relationship is positive, salespeople indirectly
benefit through greater job satisfaction, instrumentalities, and role clarity. This
was one case where the behavior did relate to the intrinsic instrumentalities of
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the salespeople and nothing else. Supervisors are perceived to get
salespeople what they want in terms of internally mediated rewards.

Achievement-oriented supervisory behavior in which the supervisor has high
expectations of his salespeople and encourages them to meet challenging goals
was expected to be positively related to job satisfaction, role clarity,
instrumentalities and expectancies. The results of Kohli’s analysis indicate that
achievement-oriented behavior has a positive relationship with role clarity only.
Finally, role clarity was found to be positively related to self-esteem. If the
salesperson was clear on his job responsibilities, he tended to also have high
self-esteem. Self-esteem, in turn was strongly and positively related to
expectancies. Salespeople who are self assured believe their hard work will
pay off.
The role of the supervisor in salesperson performance was formalized in
the Fry et al (1986) study using path-goal leadership theory. The theory rests
on the concepts of role clarification (the ability to lucidly establish the job
responsibilities) and role consideration (the extent to which subordinates
perceive their supervisor as being supportive and offering positively valent
rewards). If subordinates perceive their supervisor as providing role clarification
and role consideration, they are expected to be immediately satisfied or regard
this behavior as instrumental to their future satisfaction. The subordinates’
performance is also expected to be positively affected by their perceptions of
their supervisor’s role clarification and consideration. In the Fry study,
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leadership behavior on the part of the salesperson’s supervisor was
hypothesized to reduce role conflict and role ambiguity and increase job
satisfaction. These relationships were confirmed. One finding of note was that
job anxiety, resulting from role conflict, had no causal connection to job
satisfaction. Job anxiety does not lead to job dissatisfaction nor does it result
from job dissatisfaction.
More recently, Dubinsky et al (1988) studied the sales supervisor’s
leadership behavior and its relationship to insurance sales agents’ attitudes and
performance. Leadership behavior was defined as initiating structure and
consideration on the part of the manager toward the sales force. Their findings
supported previous research for the most part. High levels of initiating structure
led to less role ambiguity and in turn to greater performance, consideration led
to less role conflict, but role conflict was positively related to performance. The
authors suggested that more research is needed in the area of agents’ attitudes
and performance and the variables (organizational, environmental, and
personal) which impact them.
Organizational variables’ relationship to other performance determinants
have also been researched. An early study focused on the effects of the
management control system on pharmaceutical salesman performance (Futrell,
Swan, and Todd 1976). The management control system was defined by three
components: clarity of control system, relationship between task performance
and rewards, and individual control and influence in the work situation. The
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purpose of the management control system Is to clarify the relationship between
performance and rewards and to provide incentives for salespeople to expend
their effort toward organizational objectives. The performance-rewards
component of management control system had the strongest relationship to job
performance. Salesmen who were rated the highest performers by their
supervisors scored the highest on all three components of the management
control system. This study implies that organizational goals and the reward
system should be made clear to the salesperson.
Personal and organizational variables and their relationship to reward
valences was studied by Ingram and Bellenger (1983). The organizational
characteristics under study were: 1) compensation plan base, 2) earnings
opportunity ratio, 3) promotion opportunity rate, and 4) recognition opportunity
rate. This study was the first in which these characteristics were tested.
Personal characteristics were found not to be significantly related to reward
valences. Of the organizational characteristics, only the earnings opportunity
ratio was not significantly related to the valences for rewards. Thus the
organizational characteristics were deemed "a more promising area for future
research" (p. 204).
Another performance determinant was investigated in Tyagi’s (1982)
study of the relationship between perceived organizational climate and
salesperson motivation. According to Tyagi, organizational climate represents
the "personality" of the organization and is composed, in part, of 1) leadership
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consideration and 2) management concern and awareness. These two
components’ effects on motivation were significant and positive for intrinsic
motivation but both were not found as significantly related to extrinsic
motivation. Management concern and awareness was also found to be
significantly related to intrinsic valence and leadership consideration to extrinsic
valence.
Tyagi further examined the effects of stressful organizational conditions
on salesperson motivation. The stress variables, created by the organizational
climate were role conflict, role overload, subunit conflict, and role ambiguity.
Only the last stress variable had no significant impact on overall motivation. In
support of prior research, role conflict (and also subunit conflict here) had a
substantially negative relationship to all motivational components. Tyagi noted
that there may be other organizational factors which interact with the stressor
variables and that they should be examined in future research.
Leigh, Lucas, and Woodman (1988) extended this line of research by
identifying two perceived organizational factors as possible influences on role
stress and job attitude. The two factors were psychological climate (as distinct
from organizational climate) and perceptions regarding the management control
system. Both factors were found to be strongly correlated with role conflict and
role ambiguity in a negative way and positively with job satisfaction.
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Another organizational variable with some hypothesized connection to
salesperson performance is the degree of formalization in operating guidelines.
Michaels et al (1988) found that a formalized work environment or one which
strictly enforces administrative rules and policies is likely to result in reduced
role conflict and ambiguity. Also less work alienation and a sense of
organizational commitment result through the reduced role stress variables.
Kohli (1989) examined the effects of two supervisory behaviors, initiation
of structure and consideration, on job satisfaction and role clarity with
salesperson performance moderating these relationships. Initiation of structure
is defined in this study as the degree to which the supervisor defines the
salesperson’s role. Consideration is the degree to which the supervisor creates
a supportive and helpful work climate. Kohli found that the supervisory
behaviors had different effects on satisfaction and role clarity depending on
whether the salesperson perceived himself as a high or low performer.
Initiation of structure had no significant effect on satisfaction or role clarity for
either type of performer. Consideration however was positively and significantly
related to the job satisfaction and role clarity of high performers and not to
those who consider themselves low performers. Salespeople then did not
respond as hypothesized to their supervisors’ efforts to structure their jobs. If
they were already high performance salespeople, the consideration offered
them by their supervisors had positive effects.
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Other Salesperson Performance Models
Bagozzi (1978) introduced a model of salesperson performance as a
function of individual difference, interpersonal and situational factors.
Organizational factors were not an integral part of this model, rather the self,
interpersonal relationships with others and situation specific variables would be
the leading indicators of job satisfaction and sales performance.
Alternatively, Ryans and Weinberg’s (1979) study of the determinants of
sales force performance was restricted to managerially controllable and nonpsychological factors (See Figure 2.3). Objective constructs known to affect
performance were chosen as the independent variables: company marketing
tactics, sales force policy and procedures, field sales management, salesperson
characteristics, territory characteristics, and degree of competition.
Organizational and environmental variables and personal factors gained
aprominent place to a limited degree in this model. Sales performance was
found to have a negative relationship with lower levels of marketing support, an
increased span of control, and a positive relationship with salesperson
experience, territory potential and degree of competition. (Results
corresponding to field sales management were not reported.) The practical and
managerial importance of the model was emphasized.
Chonko (1986) explains salesperson performance with the traditional
expectancy theory component of motivation and an additional variable of
commitment. Many of the variables omitted or implied by the CFW model are
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FIGURE 2.3
THE RYANS AND WEINBERG MODEL
OF SALESPERSON PERFORMANCE
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accounted for in Chonko’s framework (See Figure 2.4). These include sales
task characteristics, sales organization characteristics, job search behavior,
anticipatory socialization behavior, and interpersonal relationships. Personal
and environmental characteristics are found in the CFW model. These
variables serve as antecedents to commitment and motivation. The contribution
this model makes to sales force management theory is important. It includes
the possibility that individuals in the sales force are responding to other forces
than the reward system. It includes the antecedent conditions of expectations
about the sales organization and the behavior that led to securing the position
of salesperson within that organization. The reputation of the organization and
pre-contractual relationship that the salesperson has with the organization are
factored into the salesperson’s subsequent performance. The commitment
component is the "salesperson’s subjective internalized normativebeliefs about
what important role partners believe he or she should do" (Chonko 1986, p. 21).
This corresponds to the role perceptions component of the CFW model. A
salesperson’s understanding of what is expected of him is defined as role
accuracy. In the Chonko model, it is given greater weight in the determination
of sales performance via the commitment variable. The loyal or committed
salesperson will perform because of the belief that one should. Commitment,
being normative is value-based. Individuals, according to this model, may vary
in their response to the organization through their own values regarding loyalty
or commitment to an organization. This work-related value js, again, individual
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FIGURE 2.4
THE CHONKO MODEL OF SALESPERSON PERFORMANCE
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and cannot be manipulated through the reward system. The individual’s
commitment level is in part determined by antecedent activity that may not be
controlled by the sales organization. According to this model, salespeople with
high levels of commitment and high levels of expectancies are expected to
perform at high levels. Conversely, low levels of commitment and expectancies
would result in low performance levels. When either high commitment or high
levels of expectancies exist, the effect on performance is difficult to predict.
Chonko concluded that organizations might evaluate the potential salesperson’s
commitment level prior to hiring and assess the degree of congruency between
the individual’s values and the organization’s values.
Walker, Churchill, and Ford have influenced academic work in sales
force management. Their performance model has been used as a point of
departure for sales management research for years. The performance
determinants of skill level, aptitude, motivation, role perceptions and personal,
organizational, and environmental variables have been examined in detail and
additional variables proposed.
Dubinsky and Hartley (1986) in their path-analytic study of the
salesperson performance introduced the variables of adaptability, job
involvement, and organizational commitment (See Figure 2.5). Salesperson
adaptability or self-monitoring was presented as a personal characteristic: the
"ability to alter one’s behavior to fit the selling interaction" (p. 36). Self¬
monitoring was expected to be negatively related to role perceptions; that is,
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Self-Monitoring
X,

FIGURE 2.5
THE DUB1NSKY AND HARTLEY MODEL
OF SALESPERSON PERFORMANCE
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the more self-monitoring the salesperson engaged in, the less role conflict and
role ambiguity would be experienced. Self-monitoring was also expected to be
directly and positively related to performance. Job involvement, another
personal variable, was defined as "the degree to which individuals identify
psychologically with, or are committed to, their jobs" (p. 37). Job involvement
was hypothesized as positively related to work motivation and organizational
commitment. Organizational commitment was the salesperson’s propensity to
stay with the organization.
The results of the study (based on 120 multi-line insurance salespeople)
did not provide significant positive support for the self-monitoring characteristic
and its relationship to job performance. Nor was self-monitoring significantly
related to role perceptions. Job involvement however, was found to be
significantly and positively effected by job satisfaction. Consistent with the CFW
model, job satisfaction was hypothesized as negatively related to role
perceptions. Only role ambiguity was determined to be a negatively significant
predictor of job satisfaction. Job involvement also had a positive effect on work
motivation, while role perceptions did not contribute significantly to motivation at
all. Job satisfaction, as predicted, was positively related to organizational
commitment. Finally, role ambiguity was found to be negatively related to job
performance as hypothesized. Results inconsistent with theory included a
negative relationship between motivation and performance and a positive
relationship between role conflict and performance. The authors suggested that
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because performance is a result of many factors (and that some of these
factors are beyond the individual’s control) that the true relationship between
motivation and performance was masked. The contrary finding of a positive
relationship between role conflict and performance was explained by the
possibility that some salespeople may choose to participate in high conflict
situations and their response to these are positive.
The Dubinsky and Hartley study is an example of how the CFW model
may be expanded by evaluating the role of new variables as predictors of
salesperson performance. While not completely successful in their attempt to
demonstrate the importance of certain variables like self-monitoring, they
contributed to the model by exposing new relationships (e.g. the role of job
involvement) and raising questions about well-established variables (e.g. the
impact of role conflict).

Critique and Limitations of Previous Research
Substantial research has been conducted to define and evaluate the
determinants of salesperson performance. Much of this research has been
directed by Walker, Churchill, and Ford. Few alternative explanations have
competed with their model and subsequent research has attempted only to
clarify the relationships suggested by the model. These attempts have led to a
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fuller, more complex model which often provides inconsistent results. Further
research is necessary to validate the model’s basic structure and the
relationships (explicit and implicit) among the variables.
In the Churchill et al (1985) meta-analysis of salesperson performance,
personal, organizational, and environmental variables were found to be weakly
associated with performance. The simple mean correlation for personal
variables and performance was .166 and .142 for organizational/environmental
and performance. This would suggest that not any one of these has great
impact on salesperson performance. Also, personal, organizational, and
environmental variables are described in the literature as difficult to measure
(Churchill, Ford, and Walker 1976), broad in scope (Walker, Churchill, and Ford
1975), and in the case of organizational/environmental variables, subject to
extreme levels of sampling error (Churchill et al 1985). The argument
presented hereafter proposes that for a number of reasons, the importance of
these variables has not yet been addressed. Even sales management
researchers admit that many questions regarding personal, organizational, and
environmental factors remain unanswered.
First, the CFW model depicts the personal, organizational, and
environmental variables as partial predictors of all other determinants of
salesperson performance. They are modelled as a group of variables which
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together affect motivation, skill level, aptitude, and role perceptions. Through
these model components, they affect performance. They are modelled also as
having a direct influence upon performance. Their impact is pervasive.
Second, predictive power of past partial models has been weak, given
the lack of definition and methodological weakness in some cases (Dubinsky
and Hartley 1986). The studies involving organizational variables presented
above used varying definitions of the performance determinants. Consistency
is in order to increase the predictive power of the CFW model. The same is
true for analytical methods used. Particularly, correlational studies of
salesperson performance are no longer considered as useful, theoretically and
practically, as causal analysis. Limitations in research are usually addressed ex
post facto and the sales management literature could benefit by future research
addressing these concerns.
Third, the fact that so little research has been conducted on sales
management issues has limited the range and depth of research findings.
Replication is necessary for the advancement of theory. Churchill et al (1985)
can cite only five studies conducted within this century that relate
organizational/environmental factors with performance. More and better
research is needed at this time.
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This research proposes to respond to these limitations: by providing an
explicit definition of certain personal, organizational, and environmental
variables, by exploring the direct and indirect influence of these on salesperson
performance, and by using path analysis to detail the influence of these on the
other model components.
One variable that is relatively new to social science theory and has not
been explored empirically by marketers is organizational culture. Churchill,
Ford, and Walker (1990) discuss corporate culture as an environmental factor,
one that is part of the internal environment of an organization. The culture
develops out of a well-defined mission, combined with a successful corporate
history and top management’s values and beliefs. The resulting internal
environment will shape the plans, policies, and procedures that the company
implements. Organizational culture is also an organizational variable. With
historical changes in management, the market environment, employees, and
products, organizational cultures change as well (Cooper et al 1979).
Organizational culture, it is also argued is a personal variable. Individuals’
participation in the corporate environment is in response to their particular role
in the organization and their interaction with others. How individuals respond to
the culture as defined by management and the environment is a process that
certainly affects performance. Thus, organizational culture can be defined as a
personal, organizational, and environmental variable. This is distinct from
another variable which has been studied by marketers in the past:
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organizational climate. The value-based nature of culture distinguishes it from
the concept of climate. It is important to note their differences if we are to
speak of organizational culture as being new to the marketing literature. A
discussion follows separating organizational climate from organizational culture.

Organizational Climate
The effect of the organizational environment on salespeople and others has
been studied in another form. The concept of organizational climate, derived
from McClelland-Atkinson motivation theory is based upon the human needs for
achievement, power, and affiliation. It is theorized that one’s perception of the
work environment, i.e. the climate, influences motivation and behavior. The
psycho-social approach to studying organizations led to the concept of
organizational climate, along with its measurement (Graves 1986). The
dimensions of organizational climate, according to Litwin and Stringer (1968),
are 1) structure, 2) responsibility, 3) reward, 4) risk, 5) warmth, 6) support, 7)
standards, 8) conflict, and 9) identity. An organizational climate scale reflecting
the psychological atmosphere of the workplace was developed by Campbell et
al in 1970. The dimensions of this scale are 1) the amount of autonomy, 2) the
amount of structure, 3) the reward orientation, and 4) the nature of
interpersonal relationships.
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Churchill, Ford, and Walker (1976) studied the effect of organizational
climate on job satisfaction among salespeople. Organizational climate was
defined in this study as "the salesperson’s perceptions of the objective
characteristics of his organization and the nature of the relationships with other
people while doing his job" (p. 327). Seven climate variables based on the four
Campbell factors were identified in this study. The variables were designed to
capture the unique aspects of sales jobs and included: closeness of
supervision, influence in determining standards, frequency of communication,
the authority structure, the innovativeness demanded of the salesperson, role
ambiguity and role conflict. Organizational climate was found to be an
important determinant of salesperson satisfaction.
As discussed above, Tyagi (1982) attempted to connect the concept of
climate with the components of motivation. Organizational climate consists of
organizational and social variables in the job environment which influences the
salespersons’ belief systems. These beliefs affect their motivation and
satisfaction. Organizational climate rests on the individuals’ perceptions of their
environment. In Tyagi’s study, there were four dimensions of organizational
climate: 1) job characteristics, 2) leadership characteristics, 3) organizational
characteristics, and 4) work group characteristics. These dimensions were
represented by the following climate variables: job challenge and security, job
importance, task conflict, role overload, leadership consideration, organizational
identification, and management concern and awareness. The dependent
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variable, motivation, was divided into intrinsic and extrinsic motivation, and
further subdivided into corresponding expectancies, instrumentalities, and
valences. The results of the analysis determined that the intrinsic motivation
components are more strongly affected by the organizational climate variables
than the extrinsic motivation components.
Up to this point, there are few clues to distinguish organizational culture
from organizational climate. While the concept of organizational climate
arguably might have evolved to the present day organizational culture, there is
a basic distinction that separates the two. Deshpande and Webster (1989)
attempt to clear up the climate vs. culture debate by suggesting that climate is
the "what" of organizational behaviors and culture is the "why". The former
addresses the range of behaviors and the latter analyzes the reasons for their
influence. Culture is based on values which are enduring and on internalized
beliefs. Climate rests more on the perceptions of the organizational members
and may change. Thus culture may be studied through the values of
organizational members. If climate is defined by perceptions and feelings
(Graves 1986; Maehr and Braskamp 1986), culture is defined by more stable
belief systems. Graves (1986) separates the two concepts by the degree to
which they can be manipulated. Culture is phenomenological while the concept
of climate was created for managerial manipulation of performance and
productivity. Culture, however, is not easily managed (Evans and Blase 1986;
Smircich 1983).
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Most recently, Qualls and Puto (1989) used organizational climate as an
influencing factor on the decision-making behavior of industrial buyers. They
conceptualized organizational climate as being a function of the work
environment and the reward orientation. This definition agrees with the
Deshpande and Webster characterization of climate as the "what." The work
environment and reward system represent variables within an organization and
are primarily managed.

Organizational Culture
The next section will define and discuss the importance of organizational
culture, as reflected in management literature. Recent developments in
marketing regarding organizational culture also will be covered. The process by
which individuals assimilate into an organizational culture will be examined via
competing theories. One of these explanations is in the form of the Value
Exchange Model. A research plan to include organizational culture in the
Churchill, Ford, and Walker Model of Salesperson Performance will be set forth.
And finally, an organizational context is made for the study.

Definitions of Culture
The term "organizational culture" became a buzzword in management
circles in the Eighties. However, the concept of culture and the notion of work
group behavior was studied long before Deal and Kennedy wrote their
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bestseller, Corporate Cultures: The Rites and Rituals of Corporate Life in 1982.
The study of patterns of social behavior extend from anthropology. Institutional
control of social groups has been the subject of organizational sociologists.
And management scientists like Taylor (1911) were concerned with
systematizing the work effort with a rational and efficient set of principles
(Fryxell and Van Cleave 1989).
The concept of culture is borrowed from anthropology, but few agree on
its meaning (Maehr and Braskamp 1986; Smircich 1983). Definitions of culture
abound as the term is used throughout the social sciences. Culture has been
defined as both a function of values and an antecedent of values (Deal and
Kennedy 1982; Rokeach 1973). Values are considered the critical feature of a
culture. Here again, social scientists have used the concept of values with
different meanings and for different purposes. Values may explain historical
events, cultural patterns, or how goods and services are assigned prices
(Kilmann 1981). Maehr and Braskamp (1986) suggest that culture is properly
viewed as a complex of norms extant within a particular social organization or
group. These norms might represent shared answers to basic questions
affecting the social group. Defining a culture in terms of shared answers or
norms should prove useful if one understands the nature of norms (p. 128).
Organizational or corporate culture was originally defined as a system of
shared meanings demonstrated through symbolic language, rituals, and beliefs
(Pettigrew 1979). As these symbols converge, they direct the actions and
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processes that define a culture. The definitions of organizational culture from
the management literature emphasize both the importance of values and the
widespread sharing of these values.
Culture implies values...that set a pattern for a company’s activities,
opinions, and actions (Business Week 1980, p. 148).
a cohesion of values, myths, heroes, and symbols that come to mean a
great deal to the people who work (at a company) (Deal and Kennedy
1982, p. 4).
the taken-for-granted and shared meanings that people assign to their
social surroundings (Wilkins 1983, p. 25)
taken for granted assumptions about shared beliefs, values, and norms
about the way things are (or should be) done around here (Whetten
1984, p. 130)
Culture is the set of important assumptions (often unstated) that
members of a community share in common (Sathe 1985, p. 10).
Cultures and values are not studied for their own sake. They are
explored to understand how they affect behavior, to explain and predict it
(Kilmann 1981). Values, essential to a culture, manifest themselves
behaviorally (England 1967; Miller 1988a; Pienta, Natale, and Sora 1988).
They are not directly observable, but internalized by individuals, groups, and
societies. They are normative in scope, referring to either desired end-states or
ways of doing things (Rokeach 1973). And they are "always associated with
commitment; a thing is approved of and therefore it is wanted and striven for"
(Mumford 1981, p. 13). Because they are relatively permanent in nature, they
influence the individual’s behavior (Feather 1975).
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Values
The definitive work on values has been conducted by Milton Rokeach.
His research on human values has led to the development of the Rokeach
Value Survey (RVS). The RVS consists of two lists of values: those values
pertaining to a mode of conduct (instrumental) or an end-state of existence
(terminal). The instrumental values focus on moral issues or modes of behavior
and competence, whether one is behaving intelligently and logically. The
terminal values are personal and social in nature. They concern an individual’s
personal priorities in life and those desired for all humankind. Instrumental
values differentiate between proper and improper conduct and terminal values
govern the choice of objectives that are experienced as worth striving for (Blau
1974, pp. 77-78). Rokeach (1973) emphasizes the motivational aspects of both
kinds of values:
Instrumental values are motivating because the idealized modes of
behavior they are concerned with are perceived to be instrumental to the
attainment of desired end-goals...Terminal values are motivating because
they represent super-goals beyond immediate, biologically urgent goals
(p. 14).
Values also are said to be motivating in the way they allow the individual to
maintain self-esteem. They allow individuals to function in society, to interact
with other value systems and defend their personal beliefs in light of opposing
values.

54

One opportunity for the individual’s values to be tested are in an
organizational setting. As values are somewhat permanent in nature, there is a
likelihood of conflict with a new value system, unless they are identical. Social
institutions and organizations represent an array of value systems. Business
objectives represent the values "that are needed or desired by any individual or
group, provided that the latter is willing to make some sacrifice or effort to
obtain them" (Davis 1951, p. 90). The organization provides a good or a
service that represents a segment of consumers’ values and in turn, the
consumers are willing to obtain the good or service in exchange for money.
For a business, values are objectified in the goals that the organization
pursues, which are primarily economic (Davis 1951; Miller 1988a; Miller, Lewis,
and Merenski 1985). The values of an individual are not likely to correspond
exactly or immediately to an organizational value system. The crux of the
problem then is the basic philosophic differences in values that exist between
the individual and the organization (Brown 1976, p. 18).

Mechanisms for the Effectiveness of Values
The ways in which individuals as employees interact with organizational
values is the subject of this section. Employees are encouraged to adopt the
organizational values through the process of socialization and develop shared
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values which will make them more effective and productive as organizational
members. Alternatively, the individual might exchange values with the
organization rather than assume the organization’s values for his own.

Socialization
Although a person’s values are relatively permanent, they represent
learned concepts (Nelson 1975) and their consequences are social behaviors.
Socialization is the process of learning an organization’s values, norms, beliefs,
traditions, and behaviors in order to assume a functional role (Etzioni 1961;
Louis 1980; Rokeach 1973). Socialization has been referred to also as the
"transmission of culture" or enculturation (Hebden 1986, p. 56) with social
institutions serving as the agents of transmission (Feather 1975, p. 11).
Organizations spend millions of dollars on training and development of new staff
each year. The justification of this expense is that the process is educational,
may decrease turnover, and demonstrates how to become a more effective
organizational member (Louis, Posner, and Powell 1983). The less uncertainty
on the part of the organizational entrant, the better he can perform his role as
organizational member. Newcomers are introduced to the company history,
their co-workers and the management staff. They may take part in recreational
events and off-site training programs. The company’s benefit plans and
vacation schedule are provided. Office space and a work routine are
established. The newcomer compares and contrasts this organizational entry
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with prior experience. A period of adjustment is required while the newcomer
"learns the ropes" and makes sense of the organizational processes. At some
point, an evaluation of the newcomer’s job performance takes place. The
newcomer learns of his measured contribution to the organizational goals
through the evaluation. Depending on the outcome of the reward (from this
evaluation) and on the effort that the individual puts into understanding his
environment, he will update his expectations of the organization. The meaning
of the organization will change for him over time as his knowledge of
organizational procedure and values increases.
Organizational values are communicated through policies, strategies,
and structure. Most importantly these values are communicated to and through
the organization’s employees. They are symbolized in the actions of the
organizational members, in their rituals and routines. In a circular fashion,
these values influence their work motivation, job attitudes, and willingness to
pursue corporate objectives (Brown 1976; Porter and Lawler 1965). If the
employees’ values are congruent with those of the organization, the employees
are presumed to be intrinsically motivated to perform and be satisfied with their
work and work environment. Employees of an organization may claim to share
values with the organization for a number of reasons. They might feel guilty for
not truly sharing them and can avoid embarrassment by claiming they do. They
gain social approval from other organizational members by claiming the
organizational values as their own (Blau 1974, p. 79).
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Shared values or congruent values are the basis of an organizational
culture and determine its strength. Specifically, the shared values that emerge
in an organizational culture affect performance in three ways according to Deal
and Kennedy (1982). First, managers and other organizational members pay
close attention to the corporate value system and accordingly respond to those
values. Their understanding of the organizational values affects their behavior.
Second, the managers who work closer to the product or the customer are
guided by their perceptions of the shared values within their organization. They
are likely to make "marginally better decisions" given their knowledge of what
the company would prefer. Third, people will work harder and be more
dedicated to an organization if they believe in the causes of the organization. If
employees have similar values to the organization, they will become committed
to the organization (Apasu 1987).
Since the concept of organizational culture became popularized, much
attention has been given to its determination, management and control
(Kilmann, Saxton, and Serpa 1985; McCoy 1985). Sales managers are
encouraged to define their culture or adopt a new one (Johnson 1988;
Thompson 1987). The positive outcomes associated with a shared value
system are appealing. Organizations as a whole are more likely to be
successful when a high degree of value congruence exists (Schwartz and Davis
1981). If socialization practices promote value congruence which, in turn,
influences job satisfaction, job commitment, job involvement, and performance
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(Dubinsky et al 1986; Maehr and Braskamp 1986), then there is the possibility
of managerial control. However, it isn’t the socialization practices that are
becoming more effective, but an understanding of how to more effectively
communicate the corporate value system. The culture is more salient. When
organizational expectations are made explicit and the newcomers are aware of
their obligations as employees, a consensus results. A consensus is a general
agreement. Organizational consensus is clarified by Etzioni (1961):
The degree of consensus is a measure of the degree to which the
organization is integrated as a collectivity, though no assumption is made
that high consensus is generally found in organizations, nor that it is
universally required if an organization is to operate effectively (p. 128).
A consensus then implies role accuracy, an understanding and acceptance of
one’s role. Consenting organizational members are in general agreement about
the roles they play, but there may exist role conflict between members.

Value Exchange
Another way of describing the individual-organizational relationship is as
an exchange system. The Corporate Value Exchange Model (CVE) and the
Individual Value Exchange Model have been developed by Miller and his
colleagues (Miller 1988a; Miller 1988b; Miller, Lewis and Merenski 1985). The
models draw from systems theory, role theory, equity theory and exchange
theory to describe the complex exchange relationships that may exist between
an organization and its corporate and human partners. These include
marketing channel members and also between an organization and its
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stakeholders (e.g. employees, stockholders, customers). The values flowing to
these partners from the firm are primary service values and the satisfaction of
consumer needs. All types of values must be considered, however, even
unintentional values derived from the organization and its output. The values
that flow from the partners to the firm include sales, revenues, and brand
loyalty. They may also include values which are not easily identified or
quantified. While the success of the organization may be measured in profits,
marketing exchange partners’ relationship with the firm also may be guided by
other values such as the history of the partnership, the corporate image, and
the congruency between organizational values.
The relationship between the individual and the organization is known as
the employee exchange subsystem. The employee contributes value to the
organization in the form of labor, creativity, problem solving, and loyalty. In
exchange, the employee is given job security, compensation, and employee
benefits. The employee maintains certain expectations regarding this
relationship, as does the organization. Almost always, there is a stated contract
detailing these expectations. The employee-organization relationship then rests
on the expectations of both parties and the fulfillment of these expectations. If
they are not fulfilled, the relationship is said to be in disequilibrium. The ideal
relationship is one in which an equitable balance exists in the employee
exchange subsystem.
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The expectations of each party may also rest on individual and
organizational values. If an organization is determined to
create a congruent value system, it does so by hiring individuals who support
these values or socialize the individuals to assume these values. However,
values represent individual philosophies and are not easily changed. Rather
than assimilate into the organization by accepting the organizational value
system as one’s own, the employee may instead exchange some of his values
for the organizational ones. These may only be the ones related to work. They
are referred to as role-related values. They consist of those personal values
that apply to the organizational setting and some degree of shared
organizational values, applicable to performance (Badovick and Beatty 1987).
The Value Exchange Perception Process (See Figure 2.6.) illustrates the
dynamic process by which these values are determined.
In order to understand how values are acquired, shared, or exchanged,
they must be identified first. There is not one set of values. Lists of universal
values, personal values, and organizational values have been created,
shortened, and tested. The next section summarizes the ways values and on a
broader scale, culture, have been measured in past research.
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FIGURE 2.6
THE VALUE EXCHANGE PERCEPTION PROCESS
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Measures of Values and Culture

Value measurement is not new to behavioral research. Kilmann (1981)
lists five ways by which values have been studied: rank ordering, paired
comparisons or forced choice, coding of open-ended questions attitude scaling,
and projective scaling. Some of the techniques have been used repeatedly and
reliably, for example the Rokeach Value Survey, which uses a rank ordering
approach. Other value lists were developed for a special group and are not
considered generalizable nor applicable to a wider sample. For instance, the
Personal Values Scales by Scott (1965) are not generally appropriate
becausethey were designed for a study of fraternities and sororities and do not
apply to work organizations necessarily (Brown 1976). Some measures stem
form personality research and probe the psychology of the individual. The
Allport, Vernon, Lindzey Study of Values (1951) is an instrument which is
supposed to "measure the dominant interests in personality".
In the management literature, one of the first formal values studies
resulted in England’s Personal Values Questionnaire (PVQ) (1967). This
multidimensional scale consists of concepts indexing five separate categories of
values: goals of the business organization, ideas associated with groups of
people, ideas associated with individuals, personal goals of the individual and
ideas about general topics. A respondent is asked to evaluate each concept on
a 3-point scales as being high, average or of low personal importance.
Because it was created for managers and widely tested, the PVQ rivals the
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Rokeach Value Survey as a valid measure of values in the workplace. Munson
and Posner compared the PVQ and the Rokeach Value Survey and found they
both discriminate significantly between management and non-management
personnel.
More recent research uses the Rokeach scale or a modified version of it
(Apasu 1987; Kahle 1983; Kahle, Beatty, and Homer 1986; Kahle, Poulos, and
Sukdial 1988; Thomas 1986). Kahle (1988) in particular has advanced a List of
Values (LOV) developed from the Rokeach list. Mumford (1981) also modified
the Rokeach Value Survey for her study on values of computer systems
engineers and users. Abbreviation of the Rokeach value list was criticized by
Brown (1976) who claims that limiting the values to 9 (or less as some have) is
subjective and invalidates the study of those values. Feather (1975) raised the
question of the applicability of any list of values. The same question of
appropriateness of instruments and measures that arises when cross-cultural
research methods should also be addressed when organizational cultures are
compared.
Organizational values per se, have been the subject of more recent
research. Sankar (1988) created a "Performance Review" to be administered
to organizational members. The seventeen items in the Inventory of Values in
an Organizational Culture include Faith, Trust, Truth, and Absence of Egoism.
However these are flawed due to the lack of precision and clarity of these
terms. No reliable use of the Inventory was reported by the author.
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Ten critical factors of a corporate culture have been identified by other
organizational researchers, offering a framework for the specific values to be
stjd ed. Reynierse and Barker’s (1986) Organizational Dynamics Scale
-cubes Importance of People, Management Visibility, Acceptability of NonConfoTYrty, Clarity of Standards, Commitment to Training, Intimacy and Values,
Internal Competition, Customer Orientation, Internal Communication, and Action
and Change. (This scale was not available to the researcher because of its
proprietary nature.)
Organizational factors and individual factors are separated in the
Organizational Culture Index, created by Wallach (1983). The Index lists 24
organizational traits and the individual is asked to score how closely his
organization matches these traits. Three different organizational profiles are
embedded within the traits: bureaucratic, innovative, and supportive. The
individual’s motivational profile is then compared to the organizational profile.
Wallach suggests that individuals who express a strong need for achievement
will be better matched with the innovative type culture. Individuals with a need
for affiliation do best in a supportive culture and those with the need for power
are best suited to a bureaucratic culture.
Matching models have been criticized by Maehr and Braskamp (1986) as
not always the most appropriate or useful. They developed their own
organizational culture scale through which organizational culture is assessed by
Maehr and Braskamp’s four major personal incentive categories. The four
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organizational culture scales they developed include items relating to the
emphasis placed on task, ego, social solidarity, and external rewards by the
company. The authors were interested in the relationships between the
organizational culture and job satisfaction and organizational commitment. All
four subscales of organizational culture were significantly related to
organizational commitment. External rewards, social aspects, and task related
emphasis by the organization were related to job satisfaction.
Badovick and Beatty (1987) assert that personal and organizational
values are distinct. They suggest subjects rate values according to: 1) the
degree to which employees (salespeople) and managers believe that their
organization incorporates each value into their current policies and programs, 2)
the degree to which employees (salespeople) would like to see their
organization incorporate each value into their current policies and programs.
The resulting level of congruence or agreement would lead the to adjustments
in the organization’s sales management policies. This method would not result
in generalizable results.
To demonstrate the differences in cultural qualities across organizations
and significant agreement within organizations, the Organizational Culture
Inventory may be used (Cooke and Rousseau 1988). The OCI provides a
quantitative approach to measuring culture with one over-riding assumption:
that shared values exist in the organization. The instrument is not effective for
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organizations whose members are not cohesive in one of the twelve styles
offered. The advantage of this measure is that it offers a new way of assessing
culture (quantitatively) and its relative strength among organizational levels.
One final consideration in the measurement of values is the setting of the
research and the researcher. Churchman (1961) asserted that the complex
organization was an ideal setting for the study of human values. Techniques
for analyzing organizational culture and values predominantly includes
qualitative research methods, or borrowing from anthropology, ethnographic
methods (Louis 1985; Marshall 1982; Smircich 1983; Smircich and Maxwell
1980). Although, one should exercise caution in practicing the craft of
ethnographic research. The negotiation over what gets seen, heard, and read
by the ethnographic researcher represents the organization’s dilemma between
insuring values of privacy and sponsoring academic values of knowledge
development. To relieve the organization of this dilemma, one should go to an
organization as an observer, not as a consultant. According to Deetz (1985), a
cultural study typically involves:
1) recording stories, metaphors, symbols, statements of beliefs, and
behavioral practices;
2) synthesizing from them a logic or social reality that makes sense of
them and displays their function; and
3) playing them back to organizational members for consideration and
reflection (p. 268).
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Desphanoe and Webster (1989) concur with the use of ethnographic methods
fcxjt a.so suggest traditional survey methods should also be employed. While
tne ethnographic method is valuable as a heuristic device, it is also difficult to
do, time consuming, doesn’t lend itself to quick analysis, and it depends
significantly on the quality of the people doing the research (Maehr and
Braskamp 1986, p. 133).

Values Research in the Sales Management Literature
The significance of values in motivating behavior of organizational
members, particularly sales personnel, has received little attention despite their
appearance in the literature for more than a decade (Brown 1976; Conner and
Becker 1975; England 1967).

Values have become an established descriptor

in other marketing areas such as consumer behavior, social marketing, and
market research. As a fundamental behavioral topic, values are an important
link to human and organizational motivation. Until the concept of organizational
culture, values had been overlooked in the marketing literature with respect to
organizational members. Marketers were missing out on the richness and
relevance of the culture concept.
Deshpande and Webster (1989) observed that a customer-oriented
organizational culture is central to the marketing concept. The chief objective of
their paper was to encourage a stream of research in marketing of
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organizational culture and to encourage the study of organizational culture for
the betterment of marketing management research. The few studies which
have addressed the value orientations of salespeople will be discussed. A case
will be made for a study integrating the concept of values into the Walker,
Churchill and Ford Model of Salesperson Performance.
Organizational culture was cited as a significant influence on salesperson
ability in a study of selling effectiveness (Weitz, Sujan and Sujan 1986). The
authors suggested that successful adaptive selling is promoted by an
organization which promotes goal congruency and a climate of trust. This will
lead to an intrinsic reward orientation and effective selling.
The Chonko model of salesperson performance (1986) stressed that
congruent values will create commitment on the part of the individual. Along
with this, traditional expectancy theory would positively affect the salesperson
response.
Apasu (1987) studied how values affect the perception of rewards and
examined a value-reward linkage. Apasu used the Rokeach Value Survey and
created subsets of secular values, creativity-oriented values and achievementoriented values. Promotion, a pay increase, job security, social recognition, a
sense of accomplishment and personal growth were used as the reward
orientations of the salespeople. Job security, promotion, and a sense of
accomplishment were regarded as more important to those people who
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identified strongly with secular values. Promotion and personal growth as
rewards were valued more highly by those salespeople who had creativityoriented values. Salespeople who held achievement-oriented values were most
interested in promotion as a reward. Reward strategies were offered based on
the value orientation of salespeople.
Badovick and Beatty (1987) studied the shared values within a
government agency and its impact on strategic policy implementation. The
Rokeach Value Survey was deemed inappropriate for this study because of the
conceptual differences between personal and organizational values. The
organizational values used were developed through interviews with
organizational members and are thus a unique list. A comparison was made to
determine the gap that existed (if any) between the emphasis placed on current
agency values and the desired levels of the values in the future.
Beatty (1988) extended this research by examining the value orientations
of retail sales personnel. She proposed that service delivery is inextricably tied
to the organization’s culture and values. Different levels of employees in a
department store were surveyed regarding their customer orientation, employee
orientation, and financial orientation. Value scales were created from a
combination of these values. Two questionnaires were developed: one for
managers and one for customer contact personnel. Also, influential members
of senior management were asked to participate. In this retail environment, a
"people orientation" (a combination of the customer and employee orientations)
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*r sfc'c * issccatcc with perceptions of firm performance, perceptions of
se“*'ce c^ws=.'T». joc Sot sfacbon. and feeings of attachment to the firm. Beatty
saggesseo t"sat Tanagement should pay more attention to the management of
orgarczahora vaues. A imitation of Beatty’s work was that it was a correlative
sc-C; not a ca^sa one. The direction of association between the variables
sr^cec ts undetermined. Causal inferences about the relationships between
fee

perceptions, and orientations and performance cannot be made. Also,

the Hypotheses tested are not part of a broader theory or model. A comparison
was made bat no theory has been advanced by this study. Another issue of
concern was the use of only one organization. Also a possible halo effect was
detected in the response. And while a 50% response rate was secured, the
non-response rate was considered problematic. Her suggestions for future
studies included the use of objective measurement and attempt to identify the
dimensionality of value priorities. Generalizability would increase if both
perceptual and performance data were collected across an array of
organizations within an industry or across industries.

The Context of the Study: The Life Insurance Industry
One industry which has been the subject of a significant amount of
salesperson research has been the life insurance industry. As representatives
for one or many different types of insurance and insurance companies, the
insurance salesperson has a complex and important role to play. According to
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Dubinsky et al (1986), "(insurance) agents tend to be the driving marketing
force for most companies" (p. 132). An insurance sales career typically
involves a series of licensing examinations and a strong work ethic, particularly
in the early years of one’s career. Educational goals must be set to meet the
requirements of the industry. Sales skills must be learned and refined. The
ability to assess the needs of the clientele and the financial risk level they are
willing to assume is an important aspect of selling insurance. An interesting
aspect of insurance sales is that agents are taught that they are offering an
important social service and in selling they transmit cultural norms to their
clients (Evans and Blase 1986).
Evans and Blase (1986) conducted a qualitative study on the moral
perspectives of insurance salespeople. Data collection included taped
interviews with sixteen male life insurance agents, observational data collected
at meetings and conventions, and texts and training material. Making a client
understand the benefits of purchasing life insurance was considered a moral
imperative by most agents. The values associated with family, health, and
security were emphasized as the basis of the moral commitment. Agents thus
serve a culture disseminating function, gaining consensus from clients on those
values which are morally important and which the life insurance company can
protect at a price. The transmission of values by service organizations is a
fertile area of inquiry, according to the authors.
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A critique of organizational culture as a management strategy is also
illustrated by the example of the life insurance industry. Knights and Willmott
(1987) suggest that the promotion of organizational culture as an admirable and
positive strategy is merely an effort to legitimize some of the base aspects of
business. The reliance on shared values does not allow for a discussion of
dissension and power within an organization.

The underlying principles of

profitability and exploitation are disguised when a culture is merely described
rather than analyzed. The analysis by the authors of one life insurance
company revealed that sales agents were co-opted in the competitive business
of financial services. Management’s goals for the salespeople were legitimized
through a "team" rhetoric, while management controlled resources and
leadership positions. This study presents the concept of organizational culture
as an instrument of domination and one in which, whether congruent or not, the
salesperson is powerless.
A few academic researches criticize the intent of controlling a corporate
culture (Drake and Drake 1988; Sankar 1988). The institutionalization of values
has been cited as a power-dependent phenomenon: some organizational
members are granted the authority to create the organization’s values and
some are given the authority to enforce them and some are expected to
conform to them. This political process has the potential to be an unethical
practice. The ethics of manipulating the contractual work relationship through
value-laden socialization techniques are suspect. Salespeople may find their
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training process is little more than a brainwashing session. Salespeople may
be dismissed unfairly for their failure to conform to the organization’s value
system. Cases charging illegality and discrimination are probable. The
management of values, which essentially defines the corporate culture trend,
may in the tong run be a very costly practice.

Implications for Salesperson Performance
More than a decade ago, researchers called for an investigation into the
relationship between workers’ values and quality of output (Conner and Becker
1975). The purpose of this study is to examine the relationship between
personal and organizational values and salesperson performance (as reflected
in the CFW model). As values, as a part of organizational culture have become
an integral part of marketing management strategy, their effect on individual
performance is of particular importance. Indeed, it is unknown whether
strategies should be developed to fit a culture or if culture will adapt to the
strategies implemented (Business Week 1980).
The Value Exchange Model provides a framework for understanding the
interaction among multiple sets of values and the possible outcomes of the
interactions. Ideally, salespeople maintain an equitable and mutually
advantageous exchange of values with their company. They provide productive
labor and receive compensation in return. Salespeople operate under certain
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corporate policy constraints and are given the responsibility to represent the
company to their customers. If there is an imbalance between organizational
values and personal values, the outcome is likely to be negative.
Researchers of organizational cultures usually do not begin their
analyses with a priori hypotheses in mind (Smircich 1983), but the Churchill,
Ford, and Walker Model (1990) of salesperson performance does include an
implicit construct of values and its relationship to performance. The personal,
work-related, and organizational value systems that influence salespeople are a
subset of the personal, organizational, and environmental variables which
combine to form one complex influence on performance. These values interact
and affect aptitude, skill level, motivation, role perceptions, performance and in
turn, job satisfaction. This supports the role of values as not only an
independent variable, influencing performance directly, but a moderating
variable as well (England 1967).
This study will attempt to clarify the extent and direction of influence that
the organizational values have on salesperson performance vis a vis the Value
Exchange Model and the Churchill, Ford, and Walker Model. In addition, a
clarification of how these values interact with existing personal values and workrelated values will be made.

75

CHAPTER 3
METHODOLOGY

This chapter introduces the research hypotheses and outlines the
research design used to assess organizational and personal values and their
effects on the determinants of salesperson performance. The sampling
process, data collection, and construct measures will be described in detail.
Finally, the phases of the research involving data analysis will be discussed.

Introduction
The concept of values first appeared in the business literature decades
ago (Conner and Becker 1975). The interest then was in the effect values had
on individuals within the organization (Brown 1976; England 1967). More
recently shared values helped to explain the competitive advantage of
Japanese industry, an advantage linked to that country’s culture. American
managers and researchers regained their interest in values to study their effect
on individual and corporate performance. A sharing of values between the
individual and the organization are believed to be beneficial for both parties’
performance.
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Individuals hold personal values which influence their behavior.
Organizations represent certain values related to their business conduct.
Employees of organizations are faced with the reconciliation of two value
systems: their own personal value system and that of the organization. If these
two systems are congruent or shared, the individual experiences a good "fit"
with the organization. The greater the sharing of values, the greater the
satisfaction, productivity, and organizational commitment of the individual are
expected.

Hypotheses
Research hypotheses can be formed on the basis of these assumptions.
Salespeople are an ideal group to test the hypothesized relationships because
they are boundary spanners faced with multiple roles and potentially conflicting
value systems. Miller’s Value Exchange Model (1989) suggests that
organizational employees substitute values to deal with conflicting value
systems. Salesperson performance theory links the performance determinants
together. These two models combined could illustrate the effect of value
system interaction on job outcomes. There is no empirical evidence at this time
to support the projected influence of an organizational culture on salesperson
performance. However, the Value Exchange Model and various descriptive
studies of organizational culture assume a positive influence on performance if
the culture is "strong" and a negative effect on performance if the culture is
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"weak." If there is strong agreement between organizational and personal
values, the sales forces’ perception of their role should likewise be strong.
When the organizational culture is effectively transmitted to the sales force and
they agree with the organizational values related to their work, uncertainty and
disagreement (role stress) are minimized. Thus, the following hypotheses have
been set forth:
HI a: A high degree of congruency between personal and organizational
value systems (organizational culture) leads to a reduction in the
salesperson’s role ambiguity.
Hlb: A high degree of congruency between personal and organizational
value systems (organizational culture) leads to a reduction in the
salesperson’s role conflict.
Shared values are expected to motivate the sales force (Apasu 1987).
Salespeople who best exemplify the value system of the organization get
rewarded (Deal and Kennedy 1982). Those who do not conform, by extension,
do not perform. Those who are rewarded are more satisfied, intrinsically and
extrinsically, than those who go unrewarded. This is because they feel they
have been rewarded for the reasons they agree to be important and are content
with the types of rewards received. These assumptions will be addressed
explicitly in this research through these related hypotheses:
H2: A high degree of congruency between personal and organizational
value systems (organizational culture) positively affects the work
motivation of salespeople.
H3a: A high degree of congruency between personal and organizational
value systems (organizational culture) is positively related to the
salesperson’s intrinsic job satisfaction.
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H3b: A high degree of congruency between personal and organizational
value systems (organizational culture) is positively related to the
salesperson’s extrinsic job satisfaction.
Organizational commitment is defined by the identification of an individual with
his organization and its goals. If an individual’s values are congruent with those
of his work organization, then it is hypothesized that:
H4: A high degree of congruency between personal and organizational
value systems (organizational culture) is positively associated with
organizational commitment.
The Value Exchange Model and research on values in marketing
proposes that a mutually advantageous exchange of organizational, personal
and work-related values leads to effective performance (Beatty 1988; Chonko
1986; Dubinsky et al 1986). Thus:
H5: A high degree of congruency between personal and organizational
value systems (organizational culture) positively affects salesperson
performance.
These hypothesized causal relationships (See Table 3.1) and their
implications require investigation.

Design Setting
The life insurance industry employs thousands of sales agents to
communicate the value of life insurance to existing and potential clients and to
sell life insurance policies. The sales forces of two companies were chosen to
test the research hypotheses. The researcher was introduced to the
organizations by two members of the University’s Business Advisory Council.
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TABLE 3.1
SUMMARY OF HYPOTHESIZED RELATIONSHIPS

HvDOthesis

Predictor Variable Criterion Variable

Nature of
Relationship

Hla:

Value Congruency Role Ambiguity

Negative

Hlb:

Value Congruency Role Conflict

Negative

H2:

Value Congruency Work Motivation

Positive

H3a:

Value Congruency Intrinsic Satisfaction

Positive

H3b:

Value Congruency Extrinsic Satisfaction

Positive

H4:

Value Congruency Organizational Commitment

Positive

H5:

Value Congruency Job Performance

Positive
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The Council Members hold executive positions in their respective companies
and invited the researcher to tour the home offices prior to conducting research.
The two companies differ in organizational structure, which may bear on their
management style and requires elaboration.
Within the industry, there are two types of life insurance companies:
stock companies and mutual companies. The essential difference between
stock and mutual life insurance companies is that the stockholders benefit from
profits from stock companies and the policyholders do not. Policyholders are
not necessarily stockholders in their life insurance company. Mutual company
policyholders are collective owners of the company. They receive dividends on
their investment. The stock companies’ premiums are less expensive than the
premiums of policies from mutual companies. This distinction affects the sales
approach which a sales agent uses. The values associated with each type of
organization in part reflect the ownership status that policyholders may or may
not gain. This is not to say the values in one company are stronger than the
other, rather they are different.
Another distinction among life insurance companies is the organization of
the sales force. One type, a general agency system, is a loosely organized
corporate form. Usually only administrative support is offered by the parent
company to its agencies. Otherwise it is an independent operation. The sales
manager is compensated by a percentage of his agents’ sales. A managerial
system of organization is more controlled. The manager of an agency is a
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salaried employee of the insurance company. Accountability to the home office
is routine. One final distinction among life insurance sales agents is the
number of insurance companies they represent. They may be exclusive
agents, directly representing the underwriter of the insurance policies or an
independent agent, representing several insurance companies at once.

Monarch Life Insurance Company
Monarch Life Insurance Company is a stock company, meaning it is
publicly owned and traded on the New York Stock Exchange. It was founded in
1968 and its performance today reflects its relatively junior status in the life
insurance industry. The burgeoning financial services industry of the past
decade has required technical innovation and marketing strength from its
competitors. The demanding environment forced Monarch to organize its sales
force early on and expand its products and distribution networks each year of
operation. According to people within the firm, Monarch is an "unusual
organization" in that there is little bureaucracy in its operation. There are
approximately 1900 employees and a corporate commitment to re-employment
of those people who have had their jobs cut in the past. There are 37 field
offices for the Career Sales Force of approximately 330 agents. They are
supervised by agency managers within the Monarch managerial system. They
concentrate primarily in sales of variable life insurance policies.
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Massachusetts Mutual Life Insurance Company
Massachusetts Mutual Life Insurance Company (Mass Mutual) is an
established leader (rated No. 11 out of 2000) in the life insurance industry. It is
a much older company than Monarch, having been founded in 1851. It is also
a mutual company, which means that the policyholders own the company
collectively. This implies a higher premium for the policyholders, but in turn
they receive a return on their investment in the form of dividends.
Mass Mutual’s sales force is positioned in agencies in 104 core
marketing territories. There is a general agent for each core agency as well as
business and marketing specialists, recruiters, trainers, staff supervisors, district
managers and administrative assistants. According to Mass Mutual’s Vice
President of Training and Development, its independent agents (currently 4600)
are attracted to Mass Mutual because they will remain independent business
people, even though they are technically under contract with the firm. General
agents are considered independent although they too are under contract. Mass
Mutual provides administrative support services to all its agents.
Despite (or perhaps because of) the large size and geographic
distribution of the company, the sales force is considered the industry’s best.
According to one study, a certain fanaticism exists in the company:
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For most of its history, Mass Mutual has distinguished itself in the life
insurance industry by appealing to the upper-income segment of the
market. The dominant product for Mass Mutual has been cash-value
whole life insurance and in spite of the changing market, in 1981 the
company was described by outside consultants as having a near
religious belief in whole life insurance (Parsons 1982, p. 5).
These two companies and their agents were the central foci of Phase 1
of the research.

Research Design
The research was conducted in four phases. (See Figure 3.1.) Phase 1
included depth interviews with sales agents, sales managers, agency staff,
home office staff, and home office management; content analysis of corporate
documents, and observation of agency routines. Phase 2 consisted of the
distribution of a values and performance survey to managers and agents in the
two insurance companies. Phase 3 analyzed the results of the values section
of the questionnaire and Phase 4 catalogs the results by integrating the values
"profile" with a model of salesperson performance.

Phase 1: Observations and Interviews
A study of a complex organization’s values "at work" requires the use of
ethnographic methods. Qualitative research assists in the in-depth
understanding of an environment and its peculiarities as well as its position in a
theoretical context. Marketing researchers, especially those interested in
consumer behavior, have borrowed ethnomethodology from anthropology.
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• Phase 1
Conduct depth interviews with agents and management
Observe agency and home office activity.
Analyze corporate documents and training materials.
Objective: To understand how agents are recruited, trained,
motivated, and work in the life insurance industry.
• Phase 2
Distribute a survey to a national sample of agents and
managers from two life insurance companies
Objective: To collect data from agents and managers
pertaining to their values, organizational commitment, job
satisfaction, motivation, role perceptions, and performance.
• Phase 3
Interpret data pertaining to values gathered in Phases 1 and
2 of the study.
Objective: To interpret the perceptions of the values
underlying the organizations’ cultures. To determine the
differences between the agents’ and managers’ understanding
of organizational goals and the value differences between
the agents personally and the organization.
• Phase 4
Analyze effect of values interaction on performance and
performance determinants through path analysis.
Objective: To establish the direction and strength of a
relationship between value congruency and performance.

FIGURE 3.1
RESEARCH DESIGN PROCESS
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Ethnographic methods have been used to study topics as diverse as holiday gift
shopping (Sherry and McGrath 1989); swap meet activity (Belk, Sherry, and
Wallendorf 1988); sacred consumption (O’Guinn and Belk 1989); and
consumption of plastic surgery (Schouten 1991). Management researchers use
ethnographic methods to study the norms, values, and behaviors of
organizational cultures. According to Smircich (1983):
the researcher studying an organizational culture tries to uncover the
structures of meaning in use in the setting and to synthesize an image of
that group’s reality and make it available for consideration and reflection
(p. 164).
Thus the first stage of the study was ethnographic in nature. To determine how
an organization’s culture manifests itself, the myths and stories, the rituals, and
communication patterns must be related, observed, and recorded. This phase
of the research required the arrangement of interviews and content analysis of
corporate documents, such as training materials and promotional literature, to
learn the company history and competitive structure of the industry. Home
office and industry representatives were consulted for clarification of
organizational policies and industry standards. Over the course of a year, visits
to six agencies were made to observe operations.
Creating a profile of values and analyzing them has been referred to as
the "best methodological approach" to studying organizational values (Conner
and Becker 1975, p. 555). The objective of this phase of the research was to
address the following:
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the identification and measurement of generalized and shared
orientations of individuals, together with a study of the sources of such
patterns and the processes of their acquisition by individuals and their
effects on individual and organizational behavior (Graves 1986, p. 145).
The different perspectives among sales agents and between sales agents and
managers regarding values, motivation, role perceptions, satisfaction,
commitment, and performance expectations were recorded in 45 separate
interviews. (See Appendix A for a sample of interview questions.) One
purpose of this qualitative research was to probe for the possible existence of
sales-related values. Do successful salespeople hold particular values which
distinguish them from other groups of people? Perhaps a subset of the
instrumental Rokeach values pertain to sales work. Little, if any, research in
the sales management literature has attempted to do this (Dubinsky et al 1986).
The result of this phase of the research was a general understanding of the
sales agents’ perceptions of their organizational culture and its affect on their
performance. Likewise the sales managers’ perspective on the same issues
was covered in the interviews.

Phase 2: Survey Data Collection
After personal interviews with various members of the insurance industry
were conducted, a survey instrument was designed to effectively assess
salesperson response to organizational values. A pre-test of the survey was
conducted on a sub-sample of members of one company’s sales force (n= 40).
The questionnaire was re-designed after the response (37.5%) indicated the
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instructions were unclear. The second phase of the study required the
distribution of a revised survey to sales agents and managers. The two
participating life insurance companies provided the researcher with lists of sales
agents and managers and their business addresses. All agents and managers
in the Career Sales Force at Monarch were selected to receive a questionnaire
(n = 312 agents and n = 29 managers). A systematic sample of 598 Mass
Mutual agents were drawn from that company’s Eastern United States region
(N = 1200) and matched with the 22 Mass Mutual general agents from that
region. (Those agents participating in the pre-test were not re-solicited in the
final survey.) The questionnaire was mailed nationally to the sales forces of the
companies, accompanied by a cover letter, on University of Massachusetts
letterhead, from the researcher. (See Appendices B and C.) Each letter was
personally addressed and signed by the researcher in blue ink. The letter
described the researcher as a study director from the Department of Marketing
who was conducting academic research. Strict confidentiality was emphasized
in the cover letter and on the questionnaire. The presence of an identification
number was acknowledged as a tracking device for responses. A second
mailing would not be sent if the returned questionnaires could be identified.
The mailing included a first-class stamped envelope, addressed to the
researcher.
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The survey for managers differed from the agents' survey. (See
Appendix F.) Managers were not asked about their sales performance, even
though some of them are active sales agents. They were not asked about their
job satisfaction nor work motivation. Therefore, their questionnaire was briefer
in length than that sent to agents. All Monarch sales managers were mailed a
questionnaire and a cover letter from the researcher. (See Appendix D.) The
Mass Mutual general agents from all but one of the Eastern Region agencies
were mailed a questionnaire and a letter from the Mass Mutual Vice President
of Recruitment and Selection asking for their participation. (See Appendix E.)
The one non-participating agency was excluded from the study on the advice of
the Mass Mutual Vice President, who pre-determined their refusal to participate
due to a possible strained relationship with the home office personnel. While
this reason would have made that agency’s participation valuable, access to
that agency was not permitted by the company.
Response rates for surveys in the life insurance industry requiring a
matched response (agent/manager) have been reported as low as 8%
(MacKinnon 1987) and as high as 89.9% (Dubinsky and Yammarino 1985). To
maximize the response rate, follow-up solicitations in the form of a postcard and
a second questionnaire were sent after one week and three weeks respectively
from the initial mailing, in accordance with the Dillman Total Design Method
(Dillman 1978). (See Appendices G, H, I, and J for examples of these.) This
stage of data collection lasted 4 months.
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Constructs Measured and Scales Used
The variables under study correspond to the Churchill, Ford, and Walker
Model of Salesperson Performance. Value congruency as a proxy for
organizational culture and organizational commitment are added to the Model to
increase its explanatory power.

Values
The Rokeach Value Survey (RVS) (Rokeach 1973) was chosen as
representative of a universal value system to be evaluated by the respondents.
The RVS provides valid and reliable estimates regarding values pertaining to
idealized states of being and modes of conduct (Brown 1976; Munson and
Posner 1980; Rokeach 1973). Rokeach’s eighteen terminal values correspond
to desired goals for the individual and society. The eighteen instrumental
values correspond to preferred ways of doing things. The salespeople were
asked to evaluate each list of eighteen values according to the values’
importance to them as individuals. They were asked to assign one hundred
points to the most important value and assign a number less than one hundred
to the remaining values. Thus, the remaining values were rated in relation to
the most important value. (Note: The results of this exercise allow for higher
order data than simply ordinal data.)
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The sales managers performed the same exercise, except that they were
asked to evaluate the lists according to the values they felt were characteristic
of the organization. The managers served then as representatives of the
organization in this manner. Other research has used this method (for
example, Meglino, Ravlin, and Adkins 1989) and Rokeach (1973) claims it is
indeed possible for an individual to perceive accurately the values of an
organization.
Also, an organizational culture scale, the Organizational Culture Index
(OCI), (Wallach 1983) was included as an additional profile of the culture. The
sales agents were asked how well the twenty four scale items described their
company (1 * not at all...4 = very well). Later in the questionnaire they were
asked how well the same scale items described themselves. (See Appendix C
for items under "Organizational Culture" and "Your Contribution to the Culture".)
The managers were asked how well the scale items characterized the
insurance organization. Later, they were asked to what extent they expected
these characteristics from the sales agents they managed. Also a two item
Shared Values scale developed by Posner, Kouzes, and Schmidt (1985) was
used to measure "sharedness" of values on a general basis.
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Role Perceptions
Rote conflict and ambiguity were measured by scales developed by
Rizzo, House, and Urtzman (1970). The rote conflict scale contains eight items
and the rote ambiguity scale contains six items. The construct validity of the
two scales has been criticized recently (Harris 1991; McGee, Ferguson, and
Seers 1989). Jackson and Schuter (1985) conducted a meta-analysis of over
200 research articles using the scales. They concluded that the Rizzo, House,
and Urtzman scales represent a satisfactory gauge of rote stress. These
scales have been used extensively in marketing research as reliable measures
of the rote perceptions of salespeople (Dubinsky et al 1986; Fry et al 1986;
Leigh, Lucas and Woodman 1988; Michaels et al 1988).

Motivation
Motivation has been modelled as a determinant of performance in
general and specifically for salespeople (Bagozzi 1980; Vroom 1964; Walker,
Churchill and Ford 1977). While more complex measures have been used to
examine the components of motivation (e.g. Tyagi 1982), a more succinct
measure was sought for this research. A four item scale developed by
Hackman and Oldham (1976) was used to measure the construct of work
motivation, it has been used in past sates management research successfully
(Dubinsky and Yammarino 1985).
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Performance
The dependent variable under study is performance. Productivity is
measured by number of sales calls and closes made by insurance agents. This
translates to a simple measure of sales volume as a measure of performance.
Salespeople were asked for their commission dollar volume of sales in the
previous period. This single measure has been used in prior sales research
(Bagozzi 1978; Dubinsky and Hartley 1986; Dubinsky et al 1988). Also agents
were asked for the number of new lives (policies) as a reflection of sales
activity. The two indicators, commission dollars and number of new lives, are a
good predictor of agents’ long-term performance, according to the companies
surveyed and the life insurance industry trade association.

Reward Orientation
Job security, increased compensation, promotion, social recognition,
personal growth and a feeling of accomplishment are examples of rewards
used in sales management research (Apasu 1987; Churchill and Pecotich 1982;
Churchill, Ford, and Walker 1990). The first four represent extrinsic rewards
and the last two are considered intrinsic rewards. For this study, promotion
was excluded on the recommendation of one company’s management since it
was not considered a reward in this industry. Agents were asked to allocate
100 points among the five rewards, relative to the rewards’ importance to them.
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The most important reward received the most points and the least important
reward, the least number. This will allow measurement of the valences for
rewards for individuals and for the sample as a whole.

Satisfaction
Commonly used measures of job satisfaction in the sales literature are
the Job Descriptive Index (JDI) (Smith, Kendall, and Hulin 1969) and
INDSALES, a job satisfaction measure specifically designed for sales force
analysis (Churchill, Ford, and Walker 1974). The JDI taps the following areas
of satisfaction one might experience with one’s job: pay, promotion, co-workers,
work, and supervisors. Also, researchers have adapted established scales to
create their own measures of job satisfaction (Bagozzi 1978; Childers et al
1980). For the purposes of this research, intrinsic and extrinsic satisfaction
measures were required. The Minnesota Satisfaction Questionnaire (Weiss et
al 1967) provides an instrument to determine these and an overall satisfaction
measure as well. Permission was received by the University of Minnesota
Vocational Psychology Research Department to use this copyrighted scale.
The reliability and validity of the MSQ is documented (Gillet and Schwab 1975)
and it has been used in sales force management research (Churchill and
Pecotich 1982).
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Organizational Commitment
Organizational commitment is the identification with and involvement in
an organization. It has been used as a proxy for intention to remain with an
organization (Dubinsky and Levy 1989). Organizational commitment is not a
standard variable in the Churchill, Ford, and Walker Model of Salesperson
Performance and has been added to the researcher’s revised model. Values
similarity with the organization is one of the items addressed in the scale and is
thus pertinent to this research. Past research regarding organizational
commitment and individual behavior has been conducted using this scale
(Mowday, Porter, and Steers 1982). This construct was measured by a fifteen
item scale developed by Mowday, Steers and Porter (1979). While similar
scales have been developed (Maehr and Braskamp 1986; Morrow 1983), the
Mowday et al scale is the most widely used.

Demographic and Personal Variables
No relationship has been found to date between demographic data and
values (Hodgkinson 1971). However, demographic characteristics influence
sales performance (Churchill et al 1985). Demographic information was
requested of the subjects for classification purposes. Age, sex, level of
education, and job tenure items were included in the questionnaire.
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As a personal characteristic of the sales agent, experience is associated
with sales proficiency (Churchill, Ford, and Walker 1990). Experience in this
study refers to life insurance and sales-related knowledge. Sales agents were
asked about their years of sales experience, insurance sales experience, and
their status with regard to professional certification. Managers were asked for
their years of managerial experience, other managerial positions held,
professional certification, span of control, and number of Million Dollar Round
Table agents under supervision. Both agents and managers were queried on
the likelihood of their remaining with the organization two years hence. This
was asked in a one item question with 5 response categories ranging from
"Very Unlikely" to "Very Likely".

Data Analysis
The information gathered in Phases 1 and 2 of the research was
essential to the testing of hypotheses regarding salesperson performance.
(See Tables 3.2 and 3.3 for a summary of the measures used.) The
questionnaire described above was designed to investigate several hypotheses
linking organizational culture with salesperson performance. Because the
variables in this research design are hypothesized to be causally related, they
are examined using a path analytic design. Path analysis doe not "prove"
causality, rather it is a method applied to a causal model (Pedhazur 1982). It is
widely used in the sales management literature (Behrman and Perreault 1984;
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TABLE 3.2
TABLE OF MEASURES USED
AGENTS* QUESTIONNAIRE:
Organizational Culture Index
Job Satisfaction
Organizational Commitment
Shared Values Scale
Reward Orientation
Role Conflict and Role Ambiguity
Work Motivation
Rokeach Value Survey of Terminal and Instrumental Values
Organizational Culture Index (Agent’s Personal Contribution)
Demographic Variables:
Age
Sex
Education
Professional Certification
Experience:
Previous Sales Experience
Type of Sales Business
Length of Time in Sales Business
Length of Current Contract
Other Contracts
Name of Other Company
Length of Time Contracted
Performance Variables:
First Year Annualized Commissions
Number of New Lives
Propensity to Stay
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TABLE 3.3
TABLE OF MEASURES USED

MANAGERS' QUESTIONNAIRE:

Rokeach Value Survey of Terminal and Instrumental Values
Organizational Culture Index
Organizational Culture Index (Expectations)
Organizational Commitment
Shared Values Scale
Demographic Variables:
Age
Sex
Education
Professional Certification
Experience:
Previous Managerial Experience
Type of Business
Length of Time in Business
Other Contracts
Name of Other Company
Length of Time Contracted
Propensity to Stay
Years in Agent Supervision
Number of Full-Time Agents under Contract
Number of MDRT Agents in Agency
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Dubinsky and Hartley 1986; Fry et al 1986) and allows for the comparison of
these results to other studies. Before path analysis was conducted as Phase 4,
Phase 3 was completed. Phase 3 corresponds to the qualitative research
performed on data collected in Phase 1 of the study and the notion of value
congruency investigated in the questionnaire (Phase 2). The purpose of the
observation period at the beginning of the study and the data gathered through
interviews was to investigate basic differences between the two firms and their
agents.
A mutual company and a stock company may have different values
which present themselves in different expectations of their salespeople, different
ways of evaluating them, and different ways of rewarding them. These may
also be company specific and need to be determined. The operating null
hypothesis is, however, that the two companies are not significantly different in
their management techniques and therefore may be grouped together as
representative of the industry and its agents. The objective of this analysis was
to test the null hypothesis that the two groups are equal. This research is not
meant to be a comparative study, but if significant differences existed between
the two groups, this would affect further analyses. Other studies have grouped
together life insurance agents from different companies for the purposes of
generalizability (Dubinsky and Yammarino 1985; Dubinsky et al 1988) or
sampled only two companies (Teas 1983). A comparison was made on the
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agents’ and managers’ demographic characteristics and values profiles. A test
against the null hypothesis was conducted before the path analysis (Phase 4)
to screen the data for company specific differences.

Phase 3: Values Analysis
The Rokeach Value Survey, the Organizational Culture Index, and the
Shared Values Scale provide a means to examine value congruency and
exchange. First, value congruency is assessed by the mean ratings of the
Rokeach Value Survey. The researcher looked at differences between and
among the two groups of agents and managers and the overall similarity of the
rated lists of instrumental and terminal values. If the sales agents and their
organizations (as represented by the managers’ response) only agreed on the
importance of a few values, the nature of those values became the crucial
factor. The values which were not shared are as important as the values
shared. Agreement on all values is not probable (especially between a person
and an organization) nor necessary for parties to be compatible (Sikula 1970).
An ability to focus on a few, clearly articulated values distinguishes successful
organizational cultures from each other (Deal and Kennedy 1982; Denton and
Wisdom 1989). The organizational culture may rest on only a few shared
values (of the Rokeach Value Survey) and the others may be in disequilibrium
or unimportant in the work environment. The values which are rated highly may
be related to sales work.
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Weeks, Chonko, and Kahle (1990) used an alternative method of
assessing value congruency: an index of the difference between value systems.
The managers’ 36 value ratings are averaged (for each company) to arrive at
an organizational value standard. Then, an absolute difference score is
calculated by subtracting each sales agent’s rating from the composite
managers’ ratings. A lower difference score suggests greater congruence
between the agent and the managers (who represent the organizational value
system).
The OCI response provides data for an analysis of an exchange process.
First the two companies’ cultures are evaluated through the results of both the
managers’ and agents’ response to the OCI. Embedded within the structure of
the OCI are three cultural types: bureaucratic, innovative, and supportive. A
summation of scores reveals the dominant profile of each organization: that
type represented by a higher score than the other two types. Next, the agents’
self-analysis of OCI items is subtracted from their company’s managers’
expectations of agent characteristics. The lower difference score suggests that
the agents have "exchanged" their work-related values with the expectations of
the organization. This is the method prescribed by Miller (1988a, 1985) for
assessing the value exchange process.
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Finally, the two item Shared Values Scale is evaluated to compare its
summated score for each individual to the congruence measures just described.
It is expected that those salespeople whose values are congruent with those of
their organization (low absolute difference score) will also demonstrate an
exchange of values and a high score on the Shared Values Scale.

Phase 4: Path Analysis
The fourth research phase utilized path analysis to integrate the value
congruency into the revised salesperson performance model. Direct and
indirect influence of values are best evaluated by path analysis as some
successful research efforts have shown (Dubinsky and Hartley 1986). Dubinsky
et al (1988) recommends path analysis "to study the direct and indirect effects
of a set of variables taken as causes on a set of variables taken as effects
when the relationships are recursive" (p. 136).
The set of hypotheses outlined above are summarized in Figure 3.2.
The structural equations which correspond to the model are analyzed through
Ordinary Least Squares (OLS) multiple regression. Both a full model for each
dependent variable and a "trimmed” model result from the significant
relationships (p < .10) found in the analysis. The model is adapted from the
Churchill, Ford, and Walker model of salesperson performance and its theorized
relationships. The new variables introduced are the personal/organizational
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FIGURE 3.2
REVISED MODEL OF THE DETERMINANTS
OF SALESPERSON PERFORMANCE

Value Congruency

vaue determinant and organizational commitment. Organizational culture or
value congruency as noted previously had been cited by Churchill, Ford, and
Walker (1990) as a significant, if undetermined, factor affecting performance.
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CHAPTER 4
RESULTS

This chapter presents the results of three research phases (Phases 2, 3,
and 4) outlined in Chapter 3. Selected findings from Phase 1, the qualitative
research effort, are interspersed throughout this chapter and support the other
phases of the analysis. First, the response to the survey conducted in Phase 2
of this research is presented. A profile of the two companies’ agents and
managers is described and a comparison of the two groups is made. In Phase
3, an analysis of the agents’ and organizational values is conducted and in
Phase 4, the relationship of these values to salesperson performance is
examined through path analysis.

Response Rate
Traditionally, survey research conducted in the life insurance industry
suffers from low response rates. Agents and managers are frequently tapped
by management, the industry trade association and academic researchers.
However, the life insurance agents’ familiarity with questionnaires has been
noted as an advantage (Tyagi 1982). Still, it is doubtful that any one study can
reverse a history of weak response. The Total Design Method for survey
research was employed to maximize the response rate (Dillman 1978).
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Surveys were sent to agents and managers during the last week of May
* 990

L

-Bmirber postcano was sent to both groups the first week of June.

Sjsssojen: to this tolbw-up mailing, an overall 26.6% response rate from the
agents and 47% response rate from the managers was achieved. A second
survey was ~.a «ea the third and fourth weeks of June. This mailing included a
□ “e'er, cover letter than the original mailing, emphasizing the importance of
the resoonoents’ participation. The response rate for the combined sample
ncreased significantly after the second solicitation. The response rate for
agents increased 17%: from 26.6% to 43.6%. The response rate for managers
increased 21.6%: from 47% to 68.6%. The time of year during which the
survey was conducted may account for the pattern of response. The summer
months are popular vacation times and the lag in response may be due to the
agents’ and managers’ absence. A third solicitation involving certified mail was
deemed too expensive for the anticipated marginal response. Once the
solicitation was completed, some agents (20 total) were deemed ineligible
because they had left the organization or were retired. This was communicated
to the researcher by the agent personally, the agency secretary, or through
returned mail.
The response rates of sales agents and managers from both companies
are found in Table 4.1. A statistically significant (p < .001) greater number of
agents (49.5%) and managers (72.4%) from Monarch responded than did Mass
Mutual agents (40.5%) and general agents (63.6%). There is no clear
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TABLE 4.1
RESPONSE RATE OF QUESTIONNAIRES
Response
Rate

Surveyed

Ineligible

Returned

Usable

Sales Agents
(Monarch)

312

5

152

143

49.5%

Sales Agents
(Mass Mutual)

598

15

236

227

40.5%

Agency Managers 29
(Monarch)

0

21

21

72.4%

General Agents
(Mass Mutual)

22

0

14

14

63.6%

Totals

961

20

419

401

44.5%
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explanation for this difference, given that the two organizations were treated
equally. One possibility for the differing response rates is that in a smaller
organization, like Monarch, the agents might be a more familiar group, meeting
and talking among themselves more often than in a company with ten times as
many agents. Since all the agents from Monarch were surveyed and only a
sample of Mass Mutual agents, it is more likely that some discussion took place
among the Monarch agents regarding the survey. Finally, a managerial system
such as Monarch’s is more controlled than an agency system, according to
LIMRA researchers. If the agency manager supported the research in a
Monarch agency, he may have encouraged agents to respond.
Of the agencies surveyed, the response rates ranged from 0-100%.
There was no clear pattern of difference by agency in the response. In Table
4.2, the response rates by agencies are listed. Some Monarch agencies
responded in total (100%) and others, not at all (0%). The Monarch agents’
response rate improved with the agency managers’ response (0%-100% vs.
0%-79%). Mass Mutual agency response rates were slightly better when the
general agent responded also (23%-69% vs. 29%-56%). The highest agent
response rates were achieved by those agencies in which the manager had
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TABLE 4.2
AGENCY RESPONSE RATES

Total Range of Agency Response Rates:

0-100%

By Agency within Company:
Monarch
Mass Mutual

0-100%
23-69%

By Agency where the Manager had responded:
Monarch
Mass Mutual

0-100%
23-69%

By Agency where the Manager had NOT responded:
Monarch
Mass Mutual

0-79%
29-56%

By Agency which the Researcher had visited:
Monarch
Mass Mutual

46-75%
31-33%
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responded, although there is no way of knowing whether any communication
took place between the manager and the agents.1 The agencies visited by the
researcher exhibited neither a pattern of unusually high or low response.
Non-response bias is a concern when the survey subject material is
sensitive. The subject matter of values and job performance is sensitive
because of its personal nature, but the values exercises were presented in a
non-threatening way and respondents were assured the information was
confidential. Several agents called the researcher or wrote personal letters
requesting more information about the survey. Fear was expressed by some
that the survey might be connected to a restructuring of their jobs or the
organization. This suggests the material was sensitive in a way that the
researcher had not considered prior to the study. This may account for some
non-response. Items pertaining to performance, in many cases, were left blank
by respondents. Because the questionnaires were coded with an identification
number for each agent, the researcher was able to query the home office for
the missing performance data. The researcher’s effort to obtain missing data
did not include identifying the corresponding agents to management. In three
cases, surveys were returned with the identification number either scratched out
or torn from the questionnaire. These agents cannot be identified by company

1 In order to maintain confidentiality, the researcher did not ask the managers to
ancourage the cooperation of the agents.
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and were coded with an alternative numbering system. Finally, agents were
given instructions on how to request results of the study and many did.
However, there is no pattern by agency or respondent in the requests received.

Respondent Profiles: Agents
While two companies were surveyed, the objective was to obtain a single
sample of agents and managers who were not significantly different from each
other to test the hypotheses regarding value congruency and performance. The
respondents are characterized by the mean responses to the questionnaire’s
descriptive and job-related variables found in Table 4.3. An overall mean is
reported, followed by the mean for each company’s agents.
On average, the agents were early middle-age (41.4 years old) and
predominantly male (85.2%). The proportion of males to females in the sample
is equivalent to the proportion industry-wide (6.7:1), according to LIMRA and
the home offices of the two companies. The agents had an average
educational level of less than 16 years (college degree). However, of those
reporting education, more than 95.9% had better than a high school education.
Nearly 30% had greater than a college degree. More than half of the agents
(50.7%) had previous sales experience (in any industry) and 44.6% had been
contracted by another life insurance company in the past. This was the only
variable on which the two companies’ agents differed significantly (p < .01).
Fewer Mass Mutual agents had been contracted by other companies relative to
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TABLE 4.3
CHARACTERISTICS OF AGENT SAMPLE

Mean (S.D.)

Monarch

Mass Mutual

Age (years):

41.44 (12.39)

41.7 (10.6)

41.1 (13.3)

Sex:

85.2%
14.8%

85.9%
14.1%

84.5%
15.5%

Education (years):

15.79 (1.9)

15.6 (2.0)

15.9 (1.8)

Previous Sales
Experience:

50.7%

55.3%

48.9%

Contracted by Other:

44.6 %

52.9%

38.7%*

Male
Female

Contract Length: (yrs)

7.2 (9.2)

7.86 (9.7)

Percent of sample contracted:
Less than 3 years:

49%

Less than 5 years:

61%

Less than 10 years:

75%

Less than 20 years:

88%

‘Significant at the .01 level
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8.1 (9.9)

52.9% of the Monarch agents. This is not surprising, given that the Mass
Mutual is an older organization and some agents have been with the company
longer than Monarch has been in business.
The respondents do not differ in their average contract length with their
respective firms: 7.2 years for Monarch agents and 8.11 years for Mass Mutual
agents. The standard deviations of these reported means are relatively large.
This suggests that while the average contract length is less than ten years,
there are agents with more (and less) experience in the sample. Of the total
sample, a majority of the respondents (75%) had been contracted by the life
insurance company for less than ten years, which implies an inexperienced
sample of agents. Note however that little experience with the present
insurance company does not exclude insurance sales experience with another
company or sales experience in another industry. It is also important to note
that the average age is 41 and most agents have been with the firm less than
five years. This means the agents either started with the firm later in life or
they have been working for another company in the meantime or both.
Finally, the fact that nearly 50% of the sample has been contracted for less
than three years presents a concern. A sample with less experience may not
have had sufficient time to evaluate the cultural norms of the organization.
Possible reasons why newer agents might respond to a survey on values and
performance include 1) they have not been burdened in the past by surveys; 2)
they are relatively more motivated to respond to survey research than their
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more experienced counterparts; 3) they have an interest in revealing personal
information to a survey researcher; and 4) they have an interest in revealing
personal value differences they have with their organizations. Another
institutional reason why there are relatively more inexperienced agents is that
managers are evaluated, in part, on the number of new people they bring into
the agency. Having a young agency, even with the associated training and
development costs, benefits the manager and adds more income to the agency.
This high proportion of newer agents in the sample is expected to impact
performance figures. Newer agents are not expected to be as productive (in
terms of net annualized commissions) as more experienced agents. Also, it is
possible that new agents were attracted to the companies for the value systems
the companies represented in their recruitment and training activities. If this is
so, then newer agents might not have had time to reflect on any differences in
their expectations of the company and what they actually experience. The
training they participate in and organizational socialization practices also
influence the newer agents’ perception of their experience. In other words, the
"newness" might not have worn off yet.

Respondent Profiles: Managers
The managers of the two companies were also similar to each other.
(See Table 4.4.) Their average age (44.7 years) was slightly higher than that of
the agents (41.4 years) and they were all male. (In the Mass Mutual agencies
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TABLE 4.4
CHARACTERISTICS OF MANAGER SAMPLE

Mean (S.D.) Monarch
Age (years):
Sex:

Male
Female

44.7 (6.5)
100.0%
0%

43.7 (6.9)
100.0%
0%

Mass Mutual
46.2 (5.6)
100.0%
0%
16.8 (1.5)

Education (years):

16.4 (1.6)

16.2 (1.6)

Previous Mgt.
Experience:

65.7 %

76.2%

50%

Contracted by Other:

71%

85.7%

50 %*

Years In Agent
Supervision (years):

12.3 (6.9)

10.5 (6.4)

15.1 (6.9)

Number of Agents
Under Contract:

28.6 (28.5)

10.6 (6.5)

55.6 (27.2)

‘Significant at the .01 level
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not surveyed as a part of this study and industry-wide, agency managers are
male.) The managers are college-educated for the most part and nearly twothirds (65.7%) have previous management experience. The only variable on
which the two companies’ managers differ statistically is the same one that
separated the agents: previous contractual relationships. The majority of
Monarch managers (85.7%) had been previously associated with another
company, while only half of Mass Mutual’s general agents had had this
experience. This supports the comment made by Monarch’s Senior Vice
President of Career Sales that Monarch was a "young" organization. It does
not have the history that Mass Mutual does; therefore its managers have been
hired from other organizations. The average number of years in agent
supervision is 12.3 for the sample. While not significantly different, Mass
Mutual general agents have on average four and one half more years of
experience than Monarch agency managers.
The size of Mass Mutual agencies is much bigger: 55.6 agents to
Monarch’s 10.6 agents. One of the reasons for this significant difference is that
only Mass Mutual’s Eastern Region was sampled while the entire Monarch
organization was averaged into the study. There are smaller Mass Mutual
agencies in other parts of the country. They are not a part of this study. The
difference in size of agency lends support to the argument for a greater
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response rate from the Monarch agents. Smaller agencies, in which all the
agents are sampled, may be more inclined to respond than a subset of agents
from a large agency.
The agents in this study can be characterized further by their response
to the study’s key variables. The next section includes the overall averages of
these variables, the correlations among them, and the reliability of the scales
used in this study.

Variable Means
The variable means and standard deviations are listed in Table 4.5. The
average first year commission for the sample was $33,337, with a greater
standard deviation ($34,763). The commission figure was expected to be
lower, given the large number of new agents in the sample. However, this
effect shows up in the standard deviation, demonstrating a wide variation.
(There were agents who had been with the companies less than a year and
some who were nearing retirement, who reported zero first year commission
income.) Value congruency is less than perfect with an average absolute
difference score of 885.86. Congruency could range from a score of 0 (for
perfectly congruent i.e. no difference in the manager’s and agent’s ratings) to a
score of 3565 (for perfectly incongruent, a difference of 99 points on each value
x 35 values + a difference of 100 for the most important value). The average
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TABLE 4.5
VARIABLE MEANS AND STANDARD DEVIATIONS
Variable

Cases

Mean

Std Dev

Performance :(COMM)

303

33336.7888

34763.5303

Value Congruency
(CONGRU)

303

885.8596

195.8828

Value Congruency
(SHARED)

303

8.28

1.87

Role Ambiguity (AMBI)

303

12.7624

3.8416

Role Conflict
(CONFLICT)

303

17.3993

5.5982

Motivation
(MOTIVATE)

303

16.9736

2.6656

303
Organizational
Commitment (ORGCOM)

3.8664

.7180

303

13.5644

10.4436

Increased Compensation 303
(REWARD2)

41.6469

17.7894

303

10.9175

7.9828

Sense of Accomplishment 303
(REWARD4)

19.3465

11.5140

Personal Growth
(REWARDS)

303

14.4917

9.4564

Intrinsic Satisfaction
(INSAT)

303

50.5908

8.3981

Extrinsic Satisfaction
(EXSAT)

303

21.3366

5.0931

Job Security
(REWARD1)

Social Recognition
(REWARD3)
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score reported is less than one-fourth of perfect incongruence. On average,
then, the agents’ values are more, rather than less, congruent with the values
of the organization.
Role ambiguity was measured by six items of the Rizzo, House and
Lirtzman scale (1970). The role ambiguity items were reverse scored to
facilitate interpretation. Now, a low score indicates a clearly defined role and a
high score indicates a high level of role ambiguity. The agents demonstrate
lesser amounts of role ambiguity with a relatively low score of 12.76, on a scale
ranging from 6-30. Role conflict was measured by eight items of the Rizzo,
House, and Lirtzman scale in which a low role conflict score is desirable. This
was the case, with the average role conflict score of 18.00 out of a possible
high of 40 and a low of 8.
The work motivation construct is measured by a 4 item scale, with a
range of response from 1-5. The mean of nearly 17.0 demonstrates high
motivation on the part of the agents. The mean reported for the 15 item
organizational commitment scale is the average item response of 3.87 on a
scale of 1-5. There is little variation in this overall positive assessment of
commitment. It is important to note that the two groups of agents differed
significantly (p < .05) in their response to this variable. Mass Mutual agents
claimed a higher level of organizational commitment (3.92) than did the
Monarch agents (3.72). The longer tenure of Mass Mutual agents might explain
this difference. Organizational commitment is defined, in part, by being loyal to
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an organization (Chonko 1986). It follows that agents who have remained with
an organization for a long period of time are likely to be more committed to the
organization than those who have just joined the organization.
Of the five extrinsic and intrinsic rewards rated by the agents, an
"increase in pay" was allocated the greatest average number of points (41.65).
The second highest allocation of points was 19.35 given to Reward4 ("a sense
of accomplishment"). Mass Mutual agents gave this reward significantly more
points (20.42) than did Monarch agents (16.77). Thus an extrinsic and intrinsic
reward, respectively, received the highest marks from the agents. Clearly the
extrinsic reward was considered more desirable.
The averages recorded for the intrinsic and extrinsic satisfaction scales
require an explanation. Twice as many items (12) compose the intrinsic scale
as the extrinsic scale of the Minnesota Satisfaction Questionnaire. The range
of response for the scales differs: from 12 to 60 for intrinsic satisfaction and
from 6 to 30 for extrinsic satisfaction. The averages of 50.59 and 21.35
indicate a high level of both types of satisfaction. The respondents were
slightly more satisfied extrinsically which appears to correspond to their
preferences for rewards above.
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Correlations Among the Variables Used
Intercorrelations among the variables used in this study are reported in
Table 4.6. Aside from the congruency variable, all the variables in the model
have been used extensively in sales management research. The variables
represent salesperson performance and its determinants and are expected to
be related by the theory which unites them. The significant correlational
relationships in Table 4.6 will be discussed here. Performance, in the form of
commissions, is negatively correlated with role ambiguity. This negative
relationship is expected. A significant and positive correlation between intrinsic
satisfaction and performance is found. Extrinsic satisfaction and performance
have a weak association that is not statistically significant.
The relationships between value congruency and the other research
variables require some explanation. The research hypotheses rest on the
assumption that value congruence has a positive effect on the outcome
variables in the study. Value congruency is expected to be associated with
lower levels of certain variables (e.g. role conflict) and higher levels of others
(e.g. performance). A lower congruency score (as measured by the value
congruency index, CONGRU) is indicative of greater agreement or value
congruence than a higher score. As value congruence approaches zero, the
levels of role conflict and role ambiguity should lessen. Therefore the
correlation between value congruence and role conflict and role ambiguity is
expected to be positive. As value congruence approaches zero, work

121

122
.3052** -.3728** -.3931** -.0630

.0725

X*) EXSAT

.1614*

.1885** .2384** .1724**- .3526** -.2463** -.0293

X,) INSAT

.5011** .0516

.2811** .0740

-.0681

-.1272

.1468*

.1003

CORRELATION MATRIX OF VARIABLES

.0074

.0477

-.0534

.0040

.5527**

1.0000

motivation and performance levels should increase. The association between
value congruence and work motivation and performance should carry a
negative sign. The correlation matrix shows that this is clearly not the case.
The relationship between role ambiguity and congruency exhibit an
unexpected negative sign and a statistically significant correlation. This
suggests that the greater value congruency a salesperson exhibits with his
organization, the more likely he is to experience role ambiguity. This
relationship is expected to lead to contrary findings during the hypothesis
testing phase of this research. Also, significant positive correlations exist
between value congruency and both intrinsic and extrinsic satisfaction. The
relationship between value congruency and both types of satisfaction was
supposed to exhibit a negative sign. The results suggest that as value
congruency increases (the difference score becomes smaller in magnitude),
satisfaction decreases.
The correlations differ when an alternative measure of value congruency
is used. The Shared Values Scale is represented by the variable Xr and
labeled "Shared" in Table 4.6. As this variable increases, value congruency
increases. Therefore, those variables which are expected to be negatively
associated with an increase in value congruency should have a negative sign.
Role ambiguity and role conflict both are significantly and negatively related to
this measure of value congruency. Organizational commitment and both types
of satisfaction are positively associated with the alternative shared values
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measure. Except for the correlation between "Shared" and intrinsic satisfaction,
these are stronger correlations than when the index of difference scores are
used to measure congruency.
Other significant correlations worth noting include the unexpected
positive correlation between value congruency and organizational commitment
(when it should be negative here) and the expected negative relationship
between ambiguity and satisfaction.
While many of the independent variables are significantly inter-correlated,
only one of the correlations exceeds .6, which would suggest a problem of
multicollinearity. One strong correlation is found between the alternative
measure of shared values, "Shared", and organizational commitment.
Organizational commitment is defined in part by value similarity and thus the
significant correlation of .5761. The first measure of value congruence is
significantly associated with organizational commitment but not to the same
degree as the second measure. Other high inter-correlations are found
between Reward2 ("increased compensation") and Rewards 4 and 5 ("a sense
of accomplishment" and "personal growth"), where r24 = -.6174 and r^ = -.5352.
Reward2 is an example of an extrinsic reward and Rewards 4 and 5 are
intrinsic rewards. The negative correlation between the extrinsic and intrinsic
reward suggests they are opposing orientations. If sales agents are
extrinsically motivated, they are not likely to be intrinsically motivated as well.
This reflects the higher valence scores for "increased compensation" and the
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lower valence scores for intrinsic rewards. Increased compensation has been
found to be the predominant motivator of salespeople overall (Ford, Walker,
and Churchill 1985) and among those salespeople who have achievement
oriented values (Apasu 1987).

Scale Analysis
The summated scales used in the study were analyzed for their internal
consistency. The Cronbach alpha reliability coefficients are reported in Table
4.7 along with the number of items in each scale, the possible range of
response, the actual mean response, variance, and standard deviation for each
scale. The statistics for each scale are slightly more conservative than those
reported in Table 4.5, as they do not include missing values in their calculation.
The reliability values ranged from .59 (for the Shared Values Scale) to .92 (for
the MSQ-general satisfaction scale). While .6 is usually the minimum accepted
%

value for a reliability coefficient, the Shared Values Scale is a two item scale
and fewer items will produce a lower reliability (Churchill 1987).
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TABLE 4.7
RELIABILITY OF THE SCALES USED

Relia¬
bility

Number
of items

Possible
Ranae

Role Ambiguity

6

6-30

12.47

14.57

3.82

.77

Role Conflict

8

8-40

17.22

30.67

5.54

.78

Work Motivation

4

5-20

16.88

7.42

2.73

.69

Satisfaction:
Intrinsic

12

12-60

50.94

66.99

8.19

.91

Extrinisic

6

6-30

21.48

26.24

5.12

.81

General

20

20-100

80.33

172.14

13.12

.92

Organizational
Commitment

15

15-75

57.99

114.41

10.70

.90

OCI:
Bureaucratic

8

8-32

24.65

13.60

3.69

.72

Innovative

8

8-32

23.62

14.45

3.80

.73

Supportive

8

8-32

24.47

20.59

4.54

.84

Shared Values
Scale

2

2-10

8.33

3.27

1.81

.59
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X

Variance

S.D.

Phase 3: Analvsis/Vatue Congruency
Phase 3 of the research examines the value structures of the
organizations and the differences that may exist within and between the two
companies. A qualitative understanding of the organizational cultures and the
degree of value congruency in the two organizations is discussed in this
section.

Rokeach Value Survey
The main objective of this research is to analyze the impact of personal
and organizational values on salesperson performance. The congruency
between personal and organizational value systems is an indicator of the
agreement between the systems. The Rokeach Value Survey is used as a
comprehensive set of values including idealized states (terminal values) and
preferred ways of doing things (instrumental values).
Managers were asked to. assign points to the two lists of values in order
of importance to the organization. Agents performed the same task with
respect to their own values. For a general understanding of value congruency
within each organization, the difference between the managers’ mean response
and the agents’ mean response on a value by value basis is examined. The
mean number of points assigned to the Rokeach terminal and instrumental
values by managers are listed in Tables 4.8 and 4.9 respectively. There is only
one terminal value on which the managers differ significantly in terms of its
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TABLE 4.8
THE ROKEACH VALUE SURVEY/TERMINAL VALUE RATINGS
Monarch
Manaaers

Mass Mutual
Manaaers

A comfortable life (a prosperous life)

67.57

61.71

An exciting life (a stimulating, active life)

45.71

38.57

A sense of accomplishment (lasting contribution)

84.24

80.00

A world at peace (free of war and conflict)

40.24

51.79

A world of beauty (beauty of nature and the arts)

27.62

30.36

Equality (brotherhood, equal opportunity for all)

46.62

47.88

Family security (taking care of loved ones)

82.14

92.88

Freedom (independence, free choice)

68.29

69.93

Happiness (contentedness)

64.05

59.93

Inner harmony (freedom from inner conflict)

53.10

57.07

Mature love (sexual and spiritual intimacy)

27.88

39.64

National security (protection from attack)

45.00

43.57

Pleasure (an enjoyable, leisurely life)

43.57

36.43

Salvation (saved, eternal life)

37.81

27.50

Self-respect (self-esteem)

73.52

75.64

Social recognition (respect, admiration)

60.95

60.00

True friendship (close companionship)

49.76

46.43

Wisdom (a mature understanding of life)

57.62

52.07

(Bold faced value significantly different at the .05 level)
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TABLE 4.9
THE ROKEACH VALUE SURVEY/INSTRUMENTAL VALUE RATINGS
Monarch
Manaaers

Mass Mutual
Manaaers

Ambitious (hard-working, aspiring)

68.29

68.88

Broadminded (open-minded)

51.43

58.57

Capable (competent, effective)

78.52

75.71

Cheerful (lighthearted, joyful)

48.10

41.07

Clean (neat, tidy)

48.57

45.71

Courageous (standing up for your beliefs)

51.62

48.50

Forgiving (willing to pardon others)

41.67

47.88

Helpful (working for the welfare of others)

71.10

62.88

Honest (sincere, truthful)

81.57

89.07

Imaginative (daring, creative)

64.76

52.14

Independent (self-reliant, self-sufficient)

67.05

50.64

Intellectual (intelligent, reflective)

61.19

47.14

Logical (consistent, rational)

63.05

47.88

Loving (affectionate, tender)

41.91

42.79

Obedient (dutiful, respectful)

41.67

37.88

Polite (courteous, well-mannered)

55.67

47.14

Responsible (dependable, reliable)

77.10

85.64

Self-controlled (restrained, self-disciplined)

61.14

57.14
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importance to the organization. Managers at Mass Mutual place the highest
value on "family security", which signifies the mission of their business. A
LIMRA booklet (obtained from a Mass Mutual executive) entitled "This I Believe"
offers this primary lesson to agents: "Life insurance is not only the best possible
device for family protection-there is no other guaranteed way." Insurance is
often called the business of selling security or selling peace of mind. This
sentiment is expressed quite explicitly in Mass Mutual’s "Basic Beliefs," its
mission statement from which the researcher promised not to quote.
Essentially, the organization’s mission is one of stewardship, according to a
home office executive whom the researcher interviewed. Preserving the
(corporate and natural) family and "keeping promises" are values the Mass
Mutual projects to its stakeholders. (See Figure 4.1.)
The importance of "family security" differs from the Monarch managers’
assessment of the same value and from the value which Monarch managers
rate as most important to their pompany: "a sense of accomplishment".
Perhaps because of its "little guy" status in the industry, Monarch is focused on
competition and establishing itself in the field. A "sense of accomplishment"
may be the battle cry of Monarch for other reasons as well. The 1987 annual
report of the company is brimming with news about progress but mostly in
reference to a restructuring of the organization. There is also mention of lower
than expected sales and earnings. In 1989, at the time this research began,
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A promise tLat recovering from surgery won't mein recovering from tlie Lills.

A promise tLat tLe only anxiety aLout laving tie Laly will le alout Laving tie l>aty.

A promise you'll Lave more to rely on tlan a

VJ>CT1 tLe People wLo woA for you five

watcl an<3 a slap on tlae Ladt.

a© nuxL, tLey're lerplntf a premia*. Tkal ( wliy H •

important for you lo leep your promiaea to tLem. Ve can Wp.

MassMutual
Vt l«]p you Utp your prcmiiW.

FIGURE 4.1
MASS MUTUAL ADVERTISEMENT
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Monarch Capital Corp., the parent company of Monarch Life, announced its
earnings for 1988 had declined by 50% from the previous year. One Monarch
agency manager told the researcher of his pride for the firm:
We are very, very profitable in our own little way because we have
restructured ourselves and corrected our weaknesses. (We’re) getting
hold of costs. (We’ve) upgraded our productivity...which solves our
problems.
This manager was more concerned about the bad publicity the company
was getting and how that would affect his business. The "sense of
accomplishment" that permeated the company during the time of this research
soon came to a close. On April 23, 1991, the Wall Street Journal reported the
plans of Monarch’s liquidation, a failure attributed to bad real estate investments
made in the late Eighties (Pulliam 1991).
No significant difference in instrumental value orientation was found
between the companies. Apparently the goals of each organization are met by
behaviors which are similar. As members of management and responsible for
recruiting and evaluating their agents, managers would be valid sources of
information on what characteristics their organizations valued. Being honest,
responsible, and capable were the most highly rated values by all the
managers.
The response of the agents to the terminal and instrumental values
exercise is found in Tables 4.10 and 4.11, respectively. Unlike their managers,
t-tests failed to show a significant difference between agent groups in the
average points assigned to the terminal values. Mass Mutual agents rated
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TABLE 4.10
THE ROKEACH VALUE SURVEY/TERMINAL VALUE RATINGS
Mass
Monarch
Mutual
Aaents
Aaents
A comfortable life (a prosperous life)

76.49

75.74

An exciting life (a stimulating, active life)

59.26

61.25

A sense of accomplishment (lasting contribution)

80.29

80.75

A world at peace (free of war and conflict)

64.92

68.39

A world of beauty (beauty of nature and the arts)

60.55

60.56

Equality (brotherhood, equal opportunity for all)

59.54

64.27

Family security (taking care of loved ones)

86.38

87.76

Freedom (independence, free choice)

84.10

84.82

Happiness (contentedness)

84.75

86.43

Inner harmony (freedom from inner conflict)

80.71

81.18

Mature love (sexual and spiritual intimacy)

75.93

76.89

National security (protection from attack)

62.18

66.31

Pleasure (an enjoyable, leisurely life)

63.74

64.60

Salvation (saved, eternal life)

65.55

62.96

Self-respect (self-esteem)

86.96

87.48

Social recognition (respect, admiration)

53.88

57.16

True friendship (close companionship)

77.59

78.89

Wisdom (a mature understanding of life)

79.56

78.97

133

TABLE 4.11
THE ROKEACH VALUE SURVEY/INSTRUMENTAL VALUE RATINGS

Monarch
Aaents

Mass Mutual
Aaents

Ambitious (hard-working, aspiring)

72.68

70.37

Broadminded (open-minded)

73.52

69.91

Capable (competent, effective)

77.39

78.85

Cheerful (lighthearted, joyful)

74.67

74.40

Clean (neat, tidy)

76.93

74.44

Courageous (standing up for your beliefs)

69.94

72.77

Forgiving (willing to pardon others)

73.18

72.64

Helpful (working for the welfare of others)

79.11

79.30

Honest (sincere, truthful)

91.78

91.48

Imaginative (daring, creative)

74.52

73.40

Independent (self-reliant, self-sufficient)

78.01

78.87

Intellectual (intelligent, reflective)

69.69

72.22

Logical (consistent, rational)

71.89

70.93

Loving (affectionate, tender)

80.55

82.97

Obedient (dutiful, respectful)

52.49

51.11

Polite (courteous, well-mannered)

73.60

70.78

Responsible (dependable, reliable)

86.48

85.68

Self-controlled (restrained, self-disciplined)

78.10

73.74

(Bold faced value significantly different at the .05 level)
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*fa~\y security* as the most important value to them personally. Monarch
agsms rated "self-respect" as their highest personal value. A "sense of
acxxxTpishmenf for them was rated highly, though sixth among the eighteen
termina values.
The instrumental value ratings by the agents produced interesting
results. Tne values of greatest importance to the agents, i.e. those with the
h gtest mean number of points, are being honest, responsible, and loving. The
first two values correspond to the managers’ (organizational) response.
Insurance agents are faced with the occupational hazard of a negative
stereotype, one that portrays them as dishonest and insincere. The high
means associated with the values of honesty and responsibility suggest a
socially desirable response by the agents. Or it may be that honesty and
responsibility are values the agents strive towards in their lives in light of the
criticism. The importance of the value "loving" demonstrates a difference
between the two value systems. The value "loving" is clearly not a priority the
managers see for the organization. It is a more "human" oriented value. The
agents were asked about the importance of the values to them personally, not
with respect to their work. The value of "loving" is not likely to play a role in
this service occupation, while it might in others, e.g. health care and religious
occupations. Only one instrumental value’s rating differed significantly (p < .05)
for the two groups: being "self-controlled". Monarch agents rated this value
significantly higher than Mass Mutual agents. One possible reason for this
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difference is the level of experience of the Monarch agents. As they have been
with Monarch for a shorter period of time (on average) and more likely to have
been contracted by other companies, they may value "self-control" more as
they build their careers with this company.
Finally, the difference between the organizations’ and agents’ value
systems was calculated. (See Tables 4.12 and 4.13.) Later in this research
the differences between the individual agent and organizational value systems
will be used in path analysis. The purpose of reporting mean value differences
between the agents as a group and the organization here is to point out any
widespread incongruencies that may exist on an organizational level. The
greater the disagreement about the importance of a value in the two different
contexts, personal and organizational, the greater the mean difference. The
most the two sets of means can differ is by one hundred points and the least by
zero points.
There were no significant differences between the manager and agent
ratings of the terminal values. The value with the least amount of difference
(greatest congruency) in both organizations was "family security". Agents are
taught a belief in "family security" is the foundation of life insurance sales. This
belief is also personally held and corresponds to the importance it holds by the
organization. The value with the least congruency was "national security".
"National security" was assigned more points by agents as a personally held
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TABLE 4.12
MEAN VALUE DIFFERENCES BETWEEN MANAGERS AND AGENTS
Monarch
ManagersAgents

Mass Mutual
ManagersAgents

A comfortable life (a prosperous life)

20.34

22.55

An exciting life (a stimulating, active life)

24.97

27.48

A sense of accomplishment (lasting contribution)

12.19

11.35

A world at peace (free of war and conflict)

24.69

24.86

A world of beauty (beauty of nature and the arts)

32.61

33.11

Equality (brotherhood, equal opportunity for all)

23.15

21.87

Family security (taking care of loved ones)

11.37

9.95

Freedom (independence, free choice)

19.26

18.57

Happiness (contentedness)

26.85

28.32

Inner harmony (freedom from inner conflict)

27.04

28.14

Mature love (sexual and spiritual intimacy)

38.71

38.74

National security (protection from attack)

43.70

44.27

Pleasure (an enjoyable, leisurely life)

29.40

29.73

Salvation (saved, eternal life)

41.11

40.60

Self-respect (self-esteem)

16.11

15.89

Social recognition (respect, admiration)

18.69

17.43

True friendship (close companionship)

33.02

33.18

Wisdom (a mature understanding of life)

28.49

28.76
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TABLE 4.13
MEAN VALUE DIFFERENCES BETWEEN MANAGERS AND AGENTS

Monarch
Manage rsAgents

Mass
Mutual
Manage rsAgents

Ambitious (hard-working, aspiring)

15.03

18.10

Broadminded (open-minded)

19.78

18.65

Capable (competent, effective)

14.05

13.77

Cheerful (lighthearted, joyful)

34.51

33.92

Clean (neat, tidy)

33.16

30.69

Courageous (standing up for your beliefs)

24.46

26.61

Forgiving (willing to pardon others)

28.17

26.69

Helpful (working for the welfare of others)

20.60

19.18

Honest (sincere, truthful)

9.11

8.86

Imaginative (daring, creative)

26.02

24.33

Independent (self-reliant, self-sufficient

29.68

30.16

Intellectual (intelligent, reflective)

25.99

28.07

Logical (consistent, rational)

26.33

26.41

Loving (affectionate, tender)

39.26

40.42

Obedient (dutiful, respectful)

24.11

23.09

Polite (courteous, well-mannered)

27.68

26.28

Responsible (dependable, reliable)

9.49

9.71

Self-controlled (restrained, self-disciplined)

23.60

20.75

(Bold faced values are significantly different at the .05 level)
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value than by managers for the organization. This suggests that neither
organization, as financial services institutions, considers itself closely tied to
issues of national security and thus would rate this value lower.
The importance of instrumental values within the two organizations
differs. Mass Mutual managers and agents have a greater difference of opinion
on the importance of being ambitious and less of a difference than the Monarch
agents and managers in reference to self-control. The competitive nature of
Monarch’s culture, to achieve a sense of accomplishment, in part explains the
relative agreement on the importance of ambition as a value. The reason for
Mass Mutual’s greater difference between managers and agents is surprising.
The Mass Mutual agents and general agents interviewed by the researcher
expressed the highest levels of personal ambition. The organization may
assume that agents who have sought a career based on commissioned sales
are naturally ambitious and not rate this as highly as other instrumental values
such as being honest and responsible, which the organizations cannot take for
granted. The difference between Monarch’s agents and managers on the
instrumental value of self-control stems from the significantly high rating the
Monarch agents assigned to this value. While the organization may encourage
self-control as a means to a successful sales career, it is the agent who feels
very strongly about this value’s importance. The values with the greatest and
least congruency within the organizations were being honest and loving,
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respectively. This was expected given the value with the highest rating by both
agents and managers was being honest and the value with little organizational
relevance was being "loving".
The response by agents and managers to the Rokeach Value Survey
provides insight into the two organizations’ cultures. Another instrument was
used to elicit further insight.

Organizational Culture Index
The Organizational Culture Index (OCI) was included in this research to
describe and analyze further the characteristics of the organizational cultures.
Embedded within the OCI are the dimensions of bureaucratic, innovative, and
supportive cultures. (See Table 4.14.) The characteristics of each dimension
are summed and the dimension receiving the highest score is the dominant
cultural dimension. Based on the responses of the organizations’ agents, the
Monarch and Mass Mutual were perceived differently.
Monarch agents perceive their organization to be innovative while Mass
Mutual agents describe their organization as bureaucratic. The highest mean
scores and least amount of variation were obtained for these two distinct
orientations. The results (found in Table 4.15) are not surprising. Monarch is a
newer, younger company in the industry, known for its relatively riskier variable
life product. Mass Mutual, as noted previously, is a well established, massive
organization which maintains a conservative reputation in the industry. This
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TABLE 4.14
THREE DIMENSIONS OF THE ORGANIZATIONAL CULTURE INDEX

Bureaucratic

Innovative

Supportive

hierarchical
procedural
structured
ordered
regulated
established, solid
cautious
power-oriented

risk taking
results oriented
creative
pressurized
stimulating
challenging
enterprising
driving

collaborative
relationship-oriented
encouraging
sociable
personal freedom
equitable
safe
trusting
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TABLE 4.15
OC1 MEANS BY COMPANY
MONARCH RESPONSE TO "Describes my organization":
Managers:

Agents:

Mean SD

Mean SD
Bureaucratic
Innovative

Supportive

23.05 3.80
23.98 3.74
23.35 4.90

Bureaucratic
Innovative

Supportive

21.48 3.09
22.05 4.38
21.05 3.64

"Describes my contribution to the organizational culture":
Agents:
Mean SD
Bureaucratic
Innovative
Supportive

20.07 3.67
24.35 3.60
26.26 3.24

—
—
—

"Describes my expectations of agents in this organization":
Managers:
Mean SD
Bureaucratic
Innovative

Supportive

19.43 3.14
26.62 2.64
24.48 3.40

(Bold face type signifies cuitural dimension with the highest mean
response.)

Continued, next page.
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TABLE 4.15 CONTINUED

MASS MUTUAL RESPONSE TO "Describes my organization":
Managers:

Agents:

Mean SD

Mean SD
Bureaucratic
Innovative
Supportive

25.65 3.24
23.40 3.84
24.47 4.54

24.86 3.39
22.57 3.55
21.43 3.08

Bureaucratic
Innovative
Supportive

"Describes my contribution to the organizational culture":
Agents:
Mean SD
Bureaucratic
Innovative
Supportive

20.01 4.11
24.22 3.55
26.20 2.83

—
—
—

"Describes my expectations of agents in this organization":
Managers:
Mean SD
_
_

Bureaucratic 19.29 2.84
Innovative 26.57 3.13
Supportive 26.35 2.37

(Bold face type signifies cultural dimension with the highest mean
response.)
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was cited as Mass Mutual’s greatest strength again and again by agents and
the home office. When asked about their individual contributions to their
respective organizations, both sets of agents felt they contributed (and
received) supportive behaviors, such as being sociable, encouraging, and
collaborative. This was corroborated by agents the researcher had interviewed
during Phase 1 of the study.
PB (Monarch agent): ...this group does a real nice job. We’re very, very
competitive. Ninety percent of the time is positive. It’s creative. It’s
supportive in a family type atmosphere. And everybody brings
something to the dance.
JA (Mass Mutual agent): I still like coming into a corporate environment
with people around me, with support, with people I can bounce off ideas,
which when you work by yourself, you don’t get that.
Mass Mutual general agents (managers) agree with their agents that the
organization is bureaucratic. Monarch agency managers agree with their
agents that their organization is innovative. Both companies’ managers suggest
the expectation of each organization’s culture is to contribute innovative skills to
the organization. In an organization like Monarch, which values innovation, this
is more likely encouraged. In the case of Mass Mutual, innovation might be a
challenging task if the organization is best described as bureaucratic.
The differences between what each organization’s managers expected of
the agents (in terms of the OCI items) and what the agents felt they contributed
to the organization were summed to create a "cultural difference" score. Like
the value congruency index, this score could range from zero (no difference
between expectations and contributions) to seventy two (a maximum of three
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points difference multiplied by twenty four items and indicating an extreme gap
between expectations and contributions). Table 4.16 lists the cultural difference
score’s ranges, means, and standard deviations and a breakdown of the
differences between the two organizations.
The Monarch cultural difference score was slightly higher, had a wider
range, and exhibited more variation than that of Mass Mutual. If managers and
agents do not agree on performance expectations and contributions, this
implies an organizational environment of value conflict. This conflict may only
be moderate in this case, as the maximum amount of conflict (seventy two) is
out of range.
On a value by value basis, the OCI can be analyzed to explore whether
values are exchanged. The greatest mean differences between manager
expectations and agent contribution were found in the cultural characteristics of
"risk-taking" for both organizations and tied with "power oriented" for Monarch.
In all three cases, managers’ expectations outweighed agents’ contributions.
Either the agents do not see these contributions as desirable or they are not
capable of contributing them. Risk-taking was clearly a desirable expectation of
both organizations’ managers for their agents. A power orientation was further
expected of Monarch agents but not contributed to the same extent.
The lowest mean differences for Monarch agents and managers was the
notion of being "challenging". This may be interpreted several ways. Perhaps
the agents perceive themselves as challenging or their manner as challenging
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TABLE 4.16
CULTURAL DIFFERENCE SCORES DERIVED FROM THE OCI

Cultural Difference Score

Monarch Mass Mutual

Range
Mean
S.D.

1-47
18.52
7.76

1-41
18.49
6.83

Highest Mean Differences with Managers’ Expectations:
Agents’ mean rating of "risk-taking":
Managers’ expectation of "risk taking":
Mean difference1:

2.99
3.14
.921

Agents’ mean rating of "power oriented":
Managers’ expectation of "power oriented":
Mean difference:

2.24
2.38
.921

2.84
3.14
1.07

Lowest Mean Differences with Managers’ Expectations:
Agents’ mean rating of "challenging":
Managers’ expectation of "challenging":
Mean difference:

3.25
3.67
.650
3.42
3.36

Agents’ rating of "equitable":
Managers’ expectation of "equitable":
Mean difference:

coc

1 Ratings and expectations were recorded on a scale from 1 = "not at all" to 4 = "very
much". Differences between ratings and expectations range from 0 (when rating and
expectation are equal) to 3 (when rating equals 4 and expectation equals 1 or vice versa).
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or the sales job as challenging. Managers may expect agents to challenge
boundaries, challenge the competition, or challenge themselves. It is possible
that agents and managers both recognize the job as challenging and that they
must respond to that challenge.
Mass Mutual agents and managers had the least disagreement regarding
the notion of "equity" in the organization. Managers expect agents to be
equitable in their behavior and agents feel they contribute this fairness to the
organization. Again, the context of being equitable is unclear but apparently
seen as a desirable and contributed behavior.
The difference between values expected by the organization and values
contributed by organizational members illustrates the value exchange concept
proposed by Miller, Lewis, and Merenski (1985). If expected values are
delivered by agents, then equilibrium in the employee exchange subsystem
exists. The extent to which this occurs in the two organizations studied is not
perfect. The level of disequilibrium is moderate, as demonstrated by the
cultural difference score. The alleviation of some of this disequilibrium could
come with a better understanding of what is expected by managers and what
agents feel they contribute to the organization. The life insurance business is
an outcome-based system which has few behavior-based controls (Anderson
and Oliver 1987). The "bottom line" of policies written and commissions earned
is drilled into the agents throughout their training. Thus the desired end results
of their efforts are made clear, but not the manner or orientation that is
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expected to correspond to this. Managers in these organizations expect agents
to be more risk taking. Agents do not feel they contribute this type of behavior.
An attention to desired behaviors should be expressed to agents in their
training and evaluation and then supported in the compensation and reward
systems of the organizations.

Shared Values Scale
Agents and managers were asked to respond to two items that form the
Shared Values Scale: "I find that sometimes I must compromise my personal
principles to conform to this organization’s expectations" and "My personal
values are compatible with those of this organization." The items were scored
on a 5 point scale from "Strongly Agree" to "Strongly Disagree" and summed to
form the Scale. (The first item was reversed scored.) As reported in Table 4.7,
this scale had a possible response range of 2-10, with a higher score indicating
a higher degree of sharing. The mean responses for Monarch and Mass
Mutual agents and managers are reported in Table 4.17. No statistically
significant differences exist between agents nor between managers.
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TABLE 4.17
SHARED VALUES SCALE

Monarch

Mass Mutual

Range

2-10

2-10

Agents: Mean
S.D.

8.21
1.89

6.38
1.76

Managers: Mean
S.D.

7.76
2.07

8.36
2.31
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Mass Mutual agents and managers feel their organization does not
compromise their values and that indeed their personal values are compatible
with those of the organization. Monarch agents and managers indicate, to a
lesser extent, that their values are not compromised by their organization either.
According to Posner, Kouzes, and Schmidt (1985), when managers
sense a compatibility of their values with the organization, they transmit this
understanding to internal stakeholders like salespeople. The value conscious
manager places more importance on the people with whom he works. In this
research, the fact that Monarch managers’ shared values index is lower than
the average score of the Monarch agents signals a possible problem. Do the
managers have a lesser sense of sharing because of their boundary spanning
role between upper management and agents? With smaller and fewer
agencies than their Mass Mutual counterparts, it is likely they feel isolated by
comparison.

Summary
Phase 3 of this research examines the value orientations of two
organizations vis a vis their managers and life insurance agents. The Rokeach
Value Survey, the Organizational Culture Index and the Shared Values Scale
were used to describe the two organizational cultures. The findings suggest
that Monarch, the younger, more aggressive company is considered innovative
by its managers and agents. The larger, more established Mass Mutual is
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perceived as bureaucratic. According to Margerison (1979), bureaucratic and
innovative organizations are not necessarily poles apart. Certain aspects of a
company may help to define inaccurately the company as a whole. For
example, the recruitment, training, and evaluation practices of Monarch and
Mass Mutual are nearly identical. However, the product line that Monarch
specializes in has helped to create its innovative image. Also, it is an
innovative company by virtue of the capital financing methods it has used.
Aggressive real estate investments have forced the firm into liquidation. Mass
Mutual, by comparison, is a monolith, ten times larger than Monarch. Size
contributes to the perception of the organization as a bureaucracy. This was in
fact denied by many agents met by the researcher in the field. Prompt
response and electronic information services from the home office lessened the
sense of alienation.
One noteworthy finding was a difference in the expectations of the
organization and the contributions of their agents. This analysis was an attempt
to explore the issue of value exchange and examine the state of
(dis)equilibrium in the organizations. One example of value exchange that can
be interpreted from these measures and through the qualitative research is the
agents’ ambitious response to uncertainty. An outcome-based system of
control has led to a more conservative sales approach by the agents in both
organizations than is desired by their managers. Agents have exchanged their
risk seeking behavior for a more cooperative sales style in some cases. The
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independence of the job attracts many of these agents to work on a full
commission basis. On the other hand, by working with other agents (joint
selling) and selling products with higher margins (variable life, estate planning
services), they are able to succeed in the organization without risking their
income.
The response to the Shared Values Scale indicated that the agents and
managers of both firms indicated that they feel that their values are not
compromised by the organization and that to a great degree their personal
values are shared in the workplace. This perception alone may lead to a
feeling of a good "fit" with the organization. Indeed a high percentage of agents
(66.1%) from both organizations intended to be with their companies in two
years. (Value congruency and organizational commitment have been
hypothesized as related.) In conclusion, the two organizations have different
histories, different styles of management, different degrees of success, and
different people as organizational members. Because of this, the two
organizations cannot be grouped together as one in the qualitative analyses. In
subsequent quantitative analyses however, value congruency will be calculated
for agents with respect to their organizational value system and referred to as
one variable. Inherent in this variable is a respect for the differences that exist
between the two companies.
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Qualification of the Performance Variable
Salesperson performance is the dependent variable of this research. An
important issue to address is how the measurement of performance might be
related to the organizational culture. If performance was subjectively measured,
the model of cultural values determining performance would be a tautology.2
It would also be a difficult study to conduct with more than one organization as
multiple and idiosyncratic measures of performance would have to be used.
Originally, two objective measures, net annualized first year commissions
(nafyc) earned and number of lives written were going to be used as
performance variables. Commissions and lives indicate two different
dimensions of performance: monetary results (outcome) and sales activity
(behavior). Sales agents may perform well on a nafyc basis, while having
written few lives or policies. The reverse situation would not be likely. If an
agent writes a significant amount of business (creating new policyholders), the
commissions associated with multiple new policies will increase the income of
the agent.

2My thanks to Professor Jim Gentry of the University of Nebraska for raising
this issue with me.
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Each performance measure, while objective, has its disadvantages. First
year commissions may be earned on policies that are not renewed. Renewals
form a significant portion of an agent’s business over time. Thus the agent
experiences a short term gain in income but suffers a loss in the long run.
The agent’s sale of a policy may not remain on the books if the client has not
been served well, which represents a loss to the company. First year
commissions are, however, the basis on which agents and agencies are
compared. Contests and incentive programs are designed to increase nafyc
within short periods of time. First year commissions are the benchmark of
performance in the industry.
The number of lives written measures sales activity of the agent. The
more clients seen, the more lives are written. Lives also indicates, according to
a Mass Mutual training staff person, that agents are using the One Card
System (OCS). The OCS was developed by a legendary life insurance
manager at Northwestern Mutual Life to record the activity levels of insurance
agents. The number of calls made, lunches with clients, and sales visits
accomplished among other activities are assigned points. By the law of
numbers, the more points achieved results in more lives written and more nafyc
earned. Not all agencies require the use of the OCS but because of its proven
success, both Monarch and Mass Mutual highly recommend it. The situation
does arise however, that an agent meets with a group sale, e.g. writing policies
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for all employees of a small business. Not necessarily more activity was
required for this sale. The greater number of lives would not indicate anything
meaningful in this case.
Correlation analysis (See Table 4.6) shows commissions and lives are
significantly correlated measures of performance. Writing more lives, as
mentioned will lead to greater nafyc (net annualized first year commissions).
Since they are not completely separate dimensions, their objectivity is affected.
Net annualized first year commissions was chosen as the preferred measure for
this research. While it is an industry specific measurement of performance, it is
comparable to other commission structures in other industries and it is not
company specific. Given the widespread use of nafyc as the measure of
performance in the insurance industry and its measurement in dollars,
"commissions” will be used hereafter as the proxy for performance.

Phase 4: Path Analysis
The next section introduces a set of structural equations defining the
hypothesized salesperson performance model. Path analysis is the multivariate
technique used to test the model. A trimmed model is created from the
significant relationships found through the analysis.
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Empirical Tests of the Hypotheses
If personal and organizational values are congruent as the Phase 3
analysis suggests, then how does this affect salesperson performance?
Hypotheses were established in Chapter 3 to address the relationship between
value congruency and the determinants of salesperson performance.

Path

analysis is used to test these hypotheses. The method itself does not establish
causality (Pedhazur 1982). This analytical technique is used because 1) a
theoretical model exists which explains salesperson performance and 2) the
effect of an exogenous variable, value congruency, on this causal model is
desired. After collecting data corresponding to the constructs in the CFW
model, the fit of the model is tested with path analysis. If the fit is "good", the
theory has been extended and improved by the new variable. If the fit is not
good or the results are meaningless, the original theoretical model remains
intact.

Structural Equations for Hypothesized Model
The hypothesized model, found in Figure 3.2, is represented by a set of
structural equations, found in Table 4.18. The revised salesperson
performance model is a recursive system, that is, no two-way linkages or
feedback loops between variables exist. Variables are represented by X/s.
Value congruency, X, is the only exogenous variable. The causes of X1 will
remain undiscovered in this study. Variables Xj through X13 are determined
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TABLE 4.18
STRUCTURAL EQUATIONS FOR HYPOTHESIZED MODEL

X * B X + e2
2

21

1

X * B X + e3
3

31

1

X * B Xt + e
4

41

4

Xg = B X + B^Xg +
51

1

Xg = Bg^ +
X =B X +
7

71

1

Xg = Ba X +
1

1

X + BgoXg + Bg X + e

653

3

10

X + BggXj + B

602

2

5

X +

633

2

t1

12

67

X +B X +e

833

3

84

4

3

Xg = BggXg + e8
X - B WX. + e10
10

1

Xu * B^Xg + et1
^12

= ^12,8^8 +

®12

^13

= ^13,8^8 +

®13

5

X + B^ X + B

611

X + BygXg +

675

10

where:
X, = value congruency
Xg = role ambiguity
X = role conflict
X = work motivation
Xs = intrinsic satisfaction
Xg = extrinsic satisfaction
X = organizational commitment
Xg = performance
Xg = intrinsic reward4
X = intrinsic reward5
Xn = extrinsic rewardl
X = extrinsic reward2
X = extrinsic reward3
3

4

7

10

12

13
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12

X +e

613

13

6

within the model and are thus endogenous. The relationships between the
variables are assumed to be additive and linear. The assumption of normality
holds for path analysis. This was not a concern given the large sample size.
The error terms associated with each variable are expressed by e/s. "Error"
refers to the unknown causes of variation in the dependent variable. Path
analytic assumptions for error terms are that 1) they are uncorrelated with each
other and 2) they are uncorrelated with the independent variables. The former
assumption may be violated if the model is misspecified. A confounding (and
unidentified) variable may be correlated with the endogenous variables and
inflate their associated error terms. The relationships of the CWF model has
been preserved in this study. Misspecification does not appear to be a
problem. The latter assumption was assessed through analysis of scatterplots
of the residuals.
Path coefficients, measuring the direct effect of one variable on another
are equal to the standardized regression coefficients obtained through OLS
(Ordinary Least Squares) multiple regression analysis. Path coefficients are
represented by B^’s in the equations where i equals the dependent variable and
j, the independent variable. (See Figure 4.2.) Standardized coefficients have
the properties of having a mean of zero and a standard deviation of one. This
standardization process eliminates the original metric used to measure each
variable. The effect of variable j on variable i then is interpreted in terms of unit
changes in each.
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FIGURE 4.2
PATH COEFFICIENTS FOR PERFORMANCE MODEL

Value Congruency

Prior to the testing of the model, the data were tested for possible
company effects. Chow tests were conducted on the structural equations to
detect statistically significant differences between the two companies (Chow
1960; Gujarati 19S8). No statistically significant differences were found, so the
data were pooled for hypothesis testing. Caution is advised in interpreting the
results as the two companies are from the same industry and generalizability is
limited.
A multiple regression analysis was conducted for each equation. The
resulting standardized coefficients and adjusted R2 are found in Table 4.19.
Also, the path coefficients are depicted in Figure 4.3. Adjusted R2 is a more
conservative measure of the amount of variance explained and is used to
correct bias found in the simple R2 statistic. Finally, those relationships not
meeting a statistical significance criterion of (p < .10)3 were dropped from the
analysis and a trimmed model was formed. The hypotheses are discussed in
the next section in light of these analyses.

3 Pedhazur (1982) suggests that the criterion of meaningfulness of results
guide the researcher in his selection of statistical significance levels regarding path
deletion. The less conservative significance level of .10 was chosen to preserve
relationships which are theoretically sound and marginally significant.
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FIGURE 4.3
COMPUTED PATH COEFFICIENTS

Value Congruency
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Discussion
Path analysis was conducted to examine the relationship between value
congruency and the salesperson performance model determinants. When
value congruency is measured by the summated absolute value differences, the
results of the analysis are less robust than expected and the amount of
variance explained by the structural equations is minimal. However, when
value congruency is represented by the Shared Value Scale, the results more
often support the hypotheses. Two path analyses were conducted using the
two different measures of value congruence. First, the path analysis using
value congruency measured by the Rokeach Value Survey is discussed,
followed by the results using the Shared Values Scale. Implications of these
different results conclude this Chapter.
Value congruency, measured by the differences between the individual’s
score on the Rokeach values subtracted from the organizational score and
summed, proved to be a weak .and puzzling predictor of salesperson
performance. The results of each path equation in the model are described
below. As a post hoc comparison, an alternative to this value congruence
measure was used and follows this analysis.
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Role Perceptions Path
The first research hypothesis was divided into two parts to examine the
relationship between value congruency and role perceptions: role ambiguity and
role conflict.
HI a: A high degree of congruency between personal and organizational
value systems (organizational culture) leads to a reduction in the
salesperson's role ambiguity.
Hlb: A high degree of congruency between personal and organizational
value systems (organizational culture) leads to a reduction in the
salesperson’s role conflict.
There is no empirical study to date which has tested these relationships.
Miller’s Value Exchange Model (1988a) is the theoretical basis for these
hypotheses. By definition, an understanding of the organization’s goals and
expectations will reduce uncertainty (role ambiguity) and role conflict (Churchill,
Ford, and Walker 1990). If the salesperson shares in the goals of the
organization (represented by a low value congruency score) then the
salesperson will experience less role stress. Thus, the hypothesized direction
of the relationship between value congruency and role ambiguity and role
conflict should be positive in sign.
The relationship between role ambiguity and value congruency was
significant, but not in the direction hypothesized. Rather, role ambiguity, or
uncertainty about what is expected by the salesperson, increases with value
congruency. There is a tendency toward more job-related uncertainty when the
salesperson’s values are congruent with the organizational value system. One
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possible reason for this is that the agent may feel so "comfortable" on the job,
that in fact, there is less attention paid to work details and ambiguity results.
Another possible reason for this unexpected result is that the natural state for
these salespeople is to be away from the office, performing their roles
unsupervised. Role ambiguity may be part of the job. Value congruency
accounts for 5% of the variation in role ambiguity. While limited in magnitude,
this result was significant at the .001 level.
Values influence behavior and behavior in this case is the enactment of a
role. Value congruency (or agreement) was expected to reduce the possibility
of role conflict. Value congruency had an unexpected negative relationship with
role conflict and was indeed, not significant. Thus mutuality of values does not
have the effect of reducing conflict as suggested by theory (Miller 1988a; Reber
1982).

Motivation Path
The second hypothesis related value congruency with the work
motivation of salespeople. If personal and organizational value systems were
similar, the salesperson is expected to be motivated by the congruence.
H2: A high degree of congruency between personal and organizational
value systems (organizational culture) positively affects the work
motivation of salespeople.
According to the work of Deal and Kennedy (1982), O’Reilly (1989), and
Schwartz and Davis (1981), employees who share values (or have a shared
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vision) with their organization are more motivated. In life insurance sales,
values corresponding to motivation include being ambitious (an instrumental
value) and desiring a comfortable life (a terminal value). Surprisingly, it is the
agents who give these two values higher marks than their managers. The
agents surveyed were highly motivated. However, the analysis suggests only a
weak linkage between value congruency and work motivation and not in the
direction hypothesized. This runs counter to the work on strong corporate
cultures such as Peters and Waterman (1982). One could conclude that
salespeople are motivated regardless of the value system extant in the
organization.

Satisfaction Path
The third research hypothesis, testing the relationship between value
congruency and job satisfaction, was divided into two parts due to the dual
nature of satisfaction. A high degree of congruency between personal and
organizational value systems was hypothesized to be positively related to both
types of job satisfaction.
H3a: A high degree of congruency between personal and organizational
value systems (organizational culture) is positively related to the
salesperson’s intrinsic job satisfaction.
H3b: A high degree of congruency between personal and organizational
value systems (organizational culture) is positively related to the
salesperson’s extrinsic job satisfaction.
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Value congruency and the role perceptions component of the model are
significantly related to the intrinsic satisfaction of the salesperson (Adjusted R2
=.158). The same three variables offer a slightly better explanation for the
variance in extrinsic satisfaction (Adjusted R2 =.174). Both role ambiguity and
role conflict follow the hypothesized negative direction of influence. Here too,
the relationship between value congruency and satisfaction runs counter to
previous research (Dubinsky et al 1986; Meglino, Ravlin and Adkins 1989).
Like motivation perhaps, salespeople are satisfied regardless of their agreement
with organizational values.
Preference for each of the five rewards failed to produce significant
results in their relationships with both types of satisfaction. Few studies have
been successful in their interpretation of this linkage (Apasu 1987; Churchill and
Pecotich 1982). Intrinsic and extrinsic reward orientation, which these rewards
refer to, is conspicuously absent from the performance models, except for the
CWF model, cited in Chapter Three. Apasu (1987) looked specifically at the
relationship between value congruence and all forms of rewards. Both
organizational and personal value structures are instrumental in forming
preferences for rewards. A direct path between value congruency and reward
orientation was not hypothesized in this model. Significant correlations were
found in this study between Reward2 (increased pay) and congruency and
Rewards (personal growth) and congruency. These were small: -.16 and .14
respectively and translate to mean that as value congruency increases
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(approaches zero), a preference for increased pay increases and a preference
for personal growth decreases. The fact that this study is based entirely on life
insurance salespeople may be a factor in this case. Contrary to this study,
Apasu found that salespeople who held achievement-oriented values were likely
to exhibit low levels of value congruence, here, the salespeople are likely to be
achievement-oriented, interested in increased pay, and value congruent. Since
the relationships between reward preferences and both types of satisfaction are
not significant, they are dropped from the analysis and are not included in the
trimmed model.

Organizational Commitment Path
Organizational commitment is a job-related attitude of the degree to
which a person identifies with his work organization. Value congruency was
hypothesized to be positively associated with organizational commitment.
H4: A high degree of congruency between personal and organizational
value systems (organizational culture) is positively associated with
organizational commitment.
The results for the organizational commitment model were surprising and
counter-intuitive to the earlier studies of Maehr and Braskamp (1986), Meglino,
Ravlin, and Adkins (1989) and Posner, Kouzes, and Schmidt (1985). The
model explained 24.5% of the variance in organizational commitment, the
greatest explanatory power of any of the models. However, value congruency
did not prove to have any significant relationship to organizational commitment.
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This is contrary to the definition of organizational commitment which assumes a
mutuality of values. In this model, as value congruency decreases,
organizational commitment would increase. Also, intrinsic satisfaction made no
significant contribution to the equation. Extrinsic satisfaction alone had a
significant role in explaining the variation in organizational commitment. This is
in the expected positive direction. As extrinsic satisfaction increases,
organizational commitment increases. If sales agents are ambitious and prefer
extrinsic rewards and have not been extrinsically satisfied, then this result would
suggest that the agents would not be organizationally committed. This is often
the case in insurance sales. Agents strive for high commission sales. The
commission earned on certain products is manipulated by the companies to
encourage sales of these products. If the commission schedule for a
company’s products is not attractive, the agent looks for another company’s
product or leaves the organization and works for the higher paying company.
Extrinsic satisfaction is driving the agent to work at one organization or another.
This could be interpreted as a case of value congruency of a different form. If
the organization values the sales work of the agent and is willing to pay for the
effort of the salesperson, then the agent will be rewarded at a satisfactory level
and stay with the company. If value congruency on the reward system does
not exist, the agent can take his skills and work for another company. This is
done and it is done often. While this result was not originally hypothesized, it
does make intuitive sense in the context of insurance sales.
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Performance Path
Finally, the fifth hypothesis relates value congruency to salesperson
performance.
H5: A high degree of congruency between personal and organizational
value systems (organizational culture) positively affects salesperson
performance.
A strong, positive relationship was expected. Contrary to this expectation,
based on the theoretical work of Blau (1974), Etzioni (1961) and empirical work
of Apasu (1987), Dubinsky (1986), Meglino, Ravlin, and Adkins (1989), and
Weeks, Chonko, and Kahle (1989), only a minor relationship in the expected
direction was found. Value congruency had not exhibited the expected sign in
any path until this equation. Also, value congruency had not performed as
expected in the other relationships hypothesized.4 Role ambiguity was the only
variable which demonstrated a significant relationship with performance. This
was in the negative direction expected. The less role ambiguity experienced by
salespeople, the more commission dollars earned. This is understandable.
Ambiguity about one’s job results from the lack of knowledge or training.
Significant amounts of time are spent in the insurance industry on product
knowledge and training materials and classes. This information overload may
lead to some confusion, but more often this knowledge lends credibility to the

4 In a separate analysis, each of the thirty six value differences were correlated
with performance. None of the thirty six correlated significantly with performance.
Therefore, separately and on an aggregated basis, the value differences had little
to no effect on performance.
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sales agent. Successful job performance, that is earning commission dollars,
would not result from misunderstanding the product line or how to sell it. It is
possible that the more successful agents are intent on selling only a small
range of products, in which case, they reduce ambiguity by choosing not to
process all the job-related material available to them. These results are
unambiguous. Those who achieve high performance results clearly understand
their role as an agent.
Role conflict and motivation make no contribution toward explaining
salesperson performance. Neither variables’ coefficient was significant nor in
the hypothesized direction. In the case of conflict and performance, a positive
relationship has been found by others (Behrman and Perrault 1984; Dubinsky
and Hartley 1986) and may not be as unusual or dysfunctional as theoretically
posited.
The relationships among the reward preferences and performance were
found neither to be significant nor related in the hypothesized direction.
Churchill and Pecotich’s (1982) research on valence for pay may illuminate this
result. Their study causally linked "pay level" with "satisfaction with pay" with
"valence for pay". (This is curious since Churchill’s salesperson performance
theory is the basis of the linkages used in this research.) However, they found
"those who are most satisfied with their levels of pay have lower valences for
more pay" (p. 122). This finding did not support their hypothesis. It does help
to explain the results of this study. The present study switched the linkages of
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two variables: "performance" would affect "valence for pay" then "satisfaction".
Since no relationship was found between performance and reward valence and
reward valence and satisfaction, it appears that reward valence may be 1)
misspecified in the CWF model as preceding satisfaction or 2) related to value
congruency earlier in the model, as suggested by Apasu’s research (1987).
The effects of value congruency (the exogenous variable) are
summarized in Table 4.20. These results occurred when value congruency was
measured by the summated absolute value difference scores between agents
and the organizational score. There were three cases in which value
congruency had a statistically significant influence in the model. It had a direct
influence on role ambiguity and an indirect influence on intrinsic and extrinsic
satisfaction. Curiously, these relationships were all in an unexpected direction.
Value congruence had the effect of increasing role ambiguity and decreasing
both types of satisfaction. The only instance of value congruency operating in
the hypothesized direction, although not statistically significant, was in the
performance model. Shared values resulted in higher performance. There
were three cases in which value congruency was neither statistically significant
nor influential in the hypothesized direction. As value congruence increase, role
conflict would increase and organizational commitment and work motivation
would decrease.
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TABLE 4.20
VALUE CONGRUENCY RESULTS
In Hypothesized Direction

Role Ambiguity
Intrinsic Satisfaction
Extrinsic Satisfaction

Statistically
Significant
Relationship
Not Statistically
Significant

Not in Hypothesized
Direction

Performance
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Role Conflict
Organizational
Commitment
Work Motivation

Resulting Parsimonious Model

Using only the statistically significant findings from the full model, a more
parsimonious model was developed. The trimmed model is depicted in Figure
4.4 and looks significantly different from the original hypothesized model. Three
percent of the variance in performance is explained by role ambiguity. Role
ambiguity, while related to value congruency in an unexpected manner,
demonstrates a theoretically sound, positive relationship with performance.
Less ambiguity is associated with higher performance. The relationship
between performance and satisfaction remains uninvestigated, since the
hypothesized influence of reward orientation proved to be so weak. This
linkage between performance and satisfaction should not be ignored, however,
as much research has been devoted to it in the past (Berl, Powell, and
Williamson 1984; Johnston et al 1988; Orpen 1986).
Unexpected findings related to satisfaction and commitment dramatically
altered the paths of influence stemming from value congruency. Intrinsic
satisfaction and extrinsic satisfaction are influenced by both role ambiguity and
role conflict in the expected direction. High levels of role ambiguity are
negatively associated with intrinsic and extrinsic satisfaction. A negative
relationship between role conflict and both types of satisfaction is also
consistent with theory (Jackson and Schuler 1985; Teas 1983). Satisfaction
should decrease with greater role conflict.

175

176

FIGURE 4.4
TRIMMED PERFORMANCE MODEL

The resulting path coefficients for the relationships between satisfaction
and role ambiguity are affected by a spurious relationship. The spurious effect
between role ambiguity and extrinsic satisfaction of (-.005) exists because they
share value congruency as a cause. A spurious effect of (.001) between role
ambiguity and intrinsic satisfaction exists for the same reason.
Organizational commitment was not directly affected by value
congruency but rather through the extrinsic satisfaction component of the
model, and positively so. The reward system reflects an organizational value
system and one that agents may "buy into." If satisfied extrinsically, the agent
is likely to be committed to the organization. On the other hand, if not satisfied
extrinsically, the less likely the agent is to be committed and more likely to
leave in search of a more satisfying organization.

A Post Hoc Comparison of Models Using the Shared Values Scale
In an effort to understand the contrary findings of the analysis, a second
path analysis was conducted. The value congruency measure appeared to be
the limitation in the model above. A second measure, the Shared Values Scale
was substituted in place of the summated difference score. The Shared Values
Scale has its limitations as well. It has been used in one study (Posner,
Kouzes, and Schmidt (1985) and as a two item scale, it is very general in
scope. However, it directly and explicitly asks the respondent whether his
values are compromised and if his values are compatible with organizational
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values.

In Table 4.17, the mean values for the Shared Values Scale were

reported. They suggest a high degree of shared values in both organizations.
This contradicts the findings from the path analysis above, which indicate that
value congruency plays a small and sometimes negative role in salesperson
performance.
Table 4.21 and Figure 4.5 illustrate the results from the second path
analysis for comparison. The hypothesized direction of influence for value
congruency changes here with the use of the Shared Values Scale. A higher
score on the Shared Values Scale indicates a greater degree of shared values.
The second set of results follows.

Role Perceptions Path
The relationship value congruency has with role ambiguity and role
conflict was expected to be negative. A greater sharing of values would lead to
a decrease in role stress. The path coefficients between value congruency and
role ambiguity and role conflict are both significant at the .01 level and in the
hypothesized direction. Of the two equations, value congruency plays a larger
part in explaining 19.8% of the variation in role conflict. This did not occur in
the first model as hypothesized. Value congruency explains 7.3% of the
variation in role ambiguity, slightly more than in the first model.
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FIGURE 4.5
COMPUTED PATH COEFFICIENTS:
SHARED VALUES MODEL

Value Congruency

_

Motivation Path
Work motivation and value congruency again show no meaningful
connection, although in this analysis the direction of influence is positive, as
hypothesized. The absence of a significant relationship is disappointing since
values have behavioral implications not evident here. The path of influence that
value congruency takes in this study is not directly through motivation to
performance, but through role perceptions and satisfaction.

Satisfaction Path
The results of the satisfaction equations differ from the earlier analysis.
Value congruency shows little connection to intrinsic satisfaction. The amount
of variance in intrinsic satisfaction explained by the equation (13.4%) is primarily
due to the contribution of role ambiguity. The influence of role conflict is weak
and not statistically significant as it was in the previous analysis. Since the only
change in this set of equations.is the substitution of a value congruency
measure the other changes are unexpected and curious. Perhaps the role
ambiguity coefficient has been strengthened at the expense of the role conflict
coefficient.
The statistically significant influence in the hypothesized direction of all
three variables (value congruency, role ambiguity, and role conflict) is
maintained in the extrinsic satisfaction equation. This is intuitively pleasing for a
number of reasons. First, extrinsic rewards are most important to the agents in
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Another positive outcome from this path analysis is the much stronger
reisr onsh c vaiue congruency demonstrates with organizational commitment.
~~e first oar analysis (±c not confirm any connection between these two
variables when b> oef nition, shared values are a part of organizational
commitment Extrinsic sar.sfaction still plays a significant role in influencing
or^anizafcona commitment In the resulting trimmed model, the two predictors
expar 42.6% of the variation in organizational commitment.

ance Pat~
Performance remains the variable with the least amount of variation
explained (2.9%). The new measure of value congruency influences
performance in the hypothesized direction. It is not a significant relationship
however. Role ambiguity is the only variable which significantly influences
performance. An increase in role ambiguity leads to a decrease in first year
commissions. This is consistent with the findings of the first path analysis.
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Churchill et al (1985) found that single predictors of salesperson performance
explained an average of 4% of the variance in performance. Role ambiguity in
this analysis explains 3.4%.

Trimmed Model
The major differences between this path analysis and the first path
analysis show up in the trimmed model results. Two additional paths are
retained when the Shared Values Scale is used as a measure of value
congruency. These are the value congruency-->role conflict path and the value
congruency--> organizational commitment path. Neither the value congruency
nor the role conflict paths to intrinsic satisfaction remain in the trimmed version
of this model. Organizational commitment was better explained through the
second set of equations. The adjusted R2 for that path nearly doubled (from
.237 to .428) with the new measure of value congruency. This increase in
explanatory power, the additional significant paths, and the support of the
research hypotheses (See Table 4.22) favor the use of the Shared Values
Scale as a measure of value congruency. The measure was not originally
intended as a proxy for value congruency in this study, although Posner,
Kouzes, and Schmidt (1985) had used it in this way. The contrary (and
preferable) results from using the Shared Values Scale will be discussed in the
next chapter.
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TABLE 4.22
VALUE CONGRUENCY RESULTS
USING SHARED VALUES SCALE

In Hypothesized Direction

Statistically
Significant
Relationship

Role Ambiguity
Role Conflict
Extrinsic Satisfaction
Organizational Commitment

Not Statistically
Significant

Intrinsic Satisfaction
Work Motivation
Performance
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Not in Hypothesized
Direction
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FIGURE 4.6
TRIMMED PERFORMANCE MODEL:
SHARED VALUES VERSION

Value Congruency

___

Summary
The explanatory power of the proposed salesperson performance model
is weak. An exogenous variable, value congruency, was measured in two ways
and introduced to the model in separate path analyses. Value congruency,
measured by individual differences on personal and organizational values, did
not have strong, significant relationships with variables to which it is
theoretically linked. When value congruency was measured by a simple two
item scale, the results were more robust. In both cases, the link to motivation
and performance were not statistically significant. However, unexpected,
significantly strong findings with respect to linkages between value congruency
and satisfaction and commitment were discovered. This is important if we
understand the behavioral consequences of commitment. The implications of
this research will be discussed in the next chapter.
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CHAPTER 5

SUMMARY, LIMITATIONS, AND SUGGESTIONS FOR FUTURE RESEARCH

This dissertation examined the influence of organizational and personal
value systems on salesperson performance. The focal point of the study was
the congruency between the value systems and its effect on performance. Both
ethnographic and survey methods were used to collect data and gain an
understanding of the organizational cultures of two organizations. Each of the
two participating life insurance companies had a distinct history, performance
record, and reputation in the industry. These contributed to the
organizational cultures and the organizational members’ perceptions of each
company. Value congruency was evident in both organizations.
Value congruency was measured in a variety of ways. The salespeople
who are life insurance agents rated the Rokeach Value Survey according to
their personal value orientation. Their managers rated the same list to identify
the organizational value system. The agents’ rating, compared to the averaged
managers’ rating for each company represented a difference of values. If the
absolute difference was close to zero, the values (organizational and personal)
were congruent. It was not expected that agents share all of their personal
values with their organizations. However certain instrumental values such as
being honest and responsible were shared by both parties. The agents and
managers also completed the Organizational Culture Index as a gauge of their
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agreement on the character of their respective companies. Agents and
managers agreed on the organizational culture profiles of each firm. They did
not agree on what was expected of and contributed by agents with respect to
their work. Third, the agents and managers responded to the Shared Values
Scale, measuring their general sense of value congruency within their
organization. On this measure agents were particularly positive in their
assessment of values-sharing. Managers at each organization were positive
but to a lesser extent. Enz (1988) in her study of value congruity and power
found that departmental members might have underlying motives, such as
anxiety reduction, for expressing values similarity. She also noted that
organizational members may socially construct their belief that values are
shared. Likewise in this study, agents may believe value congruency exists
regardless of any objective measure.
The Churchill, Ford, and Walker Model of Salesperson Performance was
used as the basis of a path analysis to investigate the effect of value
congruency on performance. First, the Rokeach-based congruency measure
was used. The conclusions from this analysis did not support most of the
hypotheses of the study. The relationships between value congruency and the
performance determinants were weak and ambiguous, contrary to the findings
of Weeks, Chonko, and Kahle (1989) but consistent with Churchill et al (1985)
in finding low predictive power of an organizational variable on performance. A
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second path analysis was conducted using the Shared Values Scale as a
congruency measure. The results of this analysis were more intuitively
pleasing, supporting several of the study’s hypotheses.
The objectives of the research cited in Chapter One were:
(1)

To describe the interaction of organizational,
personal, and shared work-related values of sales
organizations and their sales forces;

(2)

To determine the relative importance of these values as
motivators of performance;

(3)

To reveal how cognizant the salesperson is of organizational
values and under what circumstances the salesperson’s behavior
is affected;

(4)

To ascertain the direction of the influence of organizational
values on salesperson performance;

(5)

To challenge the assumption that salespeople must share the
same values as the organization in order to perform their job
well.

These objectives were realized through the combined research design of
ethnographic and survey methods.
The recognition and interaction of personal and organizational values
(objectives 3 and 1) were described, in part, in Phase 3 of the research design.
The participants interviewed in the study were very open about their values and
personal feelings toward their work and their organization. This led to the
collection of a vast amount of qualitative data that have been used only
sparingly to this point. Most of the agents interviewed were happy with the
independence of their job, the freedom it allowed them, and the opportunity to
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earn as much income as they were able.

Perhaps a more effective way of

analyzing values interaction would have been to interview salespeople who had
left the organizations. Their reasons for leaving could include the lack of "fit"
and possibly relate to values.
The major findings of this research are implicit in the hypotheses tests.
The fact that value congruency did not have the theorized influence on
motivation and performance (reflecting objectives (2), (4), and (5)) is of major
importance. If values are a motivating factor (Brown 1976), then salespeople
may be indirectly motivated by them through job satisfaction. The assumption
that a value congruent sales force is the most motivated and productive
because of that congruency has been challenged. Shared values may have
other implications that cannot be measured directly through productivity. (A
minor and indirect path exists between value congruency and performance
through role ambiguity.) Value congruence is negatively associated with role
ambiguity and role conflict and both intrinsic and extrinsic satisfaction in a
positive manner. Fewer value differences lead to greater role clarity and more
satisfaction. The relationship between congruence and satisfaction has been
found by Meglino, Ravlin and Adkins (1989). The relevance of these findings to
sales management practice is discussed next.
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Managerial Implications
The agents in this study maintained value systems which were congruent
(for the most part) with the value systems of their organizations. (If people
"create" culture, then one would expect these systems to be congruent). The
agents in this study were motivated, satisfied with their jobs, the reward system,
and intended to remain with their respective organizations. Chonko (1986)
posited that commitment is based on the value of loyalty, which was not asked
of the agents explicitly. However, value congruency as measured in this study
is related to organizational commitment. Value congruency may be in fact
considered a factor in organizational commitment rather than a separate
variable in future research. These are important outcomes for the sales
manager and organization to realize.
If the life insurance industry continues to evaluate agents on an
outcome-oriented basis through commission dollars earned, rather than on a
behavioral basis, the results of this study will support current management
methods. That is to say, value congruency had no effect on performance,
therefore the status quo is acceptable. In fact, since value congruence appears
to determine neither performance nor motivation, the insurance companies (and
others) should not correlate the two. The performance screening process that
takes place in the early years of an agent’s career sufficiently communicates
the goals of the organization. (The exception to this was related in the cultural
difference analysis in Chapter Four.) Those who do not meet the performance
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expectations of the organization are either asked to leave or leave on their own
accord. (The high turnover rate in the industry was cited as desirable by one
recruitment director who believed that agents who left had been wasting their
own time and the organization’s resources.) However, turnover is not the only
response to values mismatches. Those who stay understand the organization
and are willing to work within the value system it represents. Whether this
is congruent with their own value system doesn’t effect them as hypothesized.
In fact this research speaks to the agents as much as it does to management
about acceptance levels of values. Some people may tolerate or choose to
work with people and in organizations that hold different value systems from
their own. They may seek the diversity and creative energy that may result
from different orientations (Saffold 1988). A value diverse environment may
become more profitable for organizations, more desirable, and more the norm.
Alternatively, if the organizations become concerned with the satisfaction
levels and commitment of their agents, then value congruence is a relevant
topic. The implications of dissatisfaction with one’s work include turnover (not
related to poor performance), absenteeism, and personal problems which would
affect performance. The negative consequences of these for the organization
include more time spent recruiting and training agents and lost sales. Better
communication of the organization’s values and expectations of the agents will
clear up some misunderstanding, which contributes to role stress.
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Limitations of the Study
This study had several limitations worth mentioning. First the use of life
insurance agents leads to a limited generalizability of the study’s results to all
salespeople. A previous study on value congruence and performance
recommended using a single industry for validation purposes (Weeks, Chonko,
and Kahle (1989). The context within which insurance agents are recruited,
trained, and rewarded does not qualify them as representative of all
salespeople. As agents of financial services, they do not deal with a tangible
product. The importance of a "belief in their product, according to the industry
trade association, suggests their sales training and methods differ from those
who sell industrial products. Also, full commission sales is rare and outcome
based control systems are not the norm in sales organizations according to
Anderson and Oliver (1987). More varied types of compensation plans exist.
The intensity of competition, the high sales rejection rates, and the fervor with
which insurance agents approach their work (as found in the ethnographic
phases of the research) characterize the insurance business as unique.
Another limitation of this study was the reliance of the researcher on the
two companies for cooperation. First, the data collection in Phase 1 and the
distribution of the questionnaire in Phase 2 relied on the support of the home
office and agencies of the two participating insurance companies. Phases 1
and 2 lasted longer than expected because of erratic levels of cooperation by
the two companies. There was concern on the part of the researcher that the
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companies were not interested in having their value systems analyzed.
Second, the sample size of two companies would appear to be a limitation.
The researcher was involved in two separate qualitative studies as a result and
this limited the amount of detail required for this process of naturalistic inquiry.
However, the focus of the quantitative analysis was on the individual’s value
system and its congruency with the organizational value system. Thus, the
sample size was sufficiently large to make this comparison. Third, the survey
data are cross sectional, which limits the inferences of causality. A longitudinal
study of the effects of socialization on values of salespeople would be a
worthwhile pursuit.
The subject matter of values is difficult to study and difficult to evaluate
(Fitzgerald 1988). Social desirability by the respondents of this study in the
values exercises was a concern. In light of the differences found between
managers’ and agents’ values ratings, there is little reason to believe social
desirability was a motivation in the response. Others have found social
desirability does not affect the response to the Rokeach Value Survey when the
instructions are neutral (Kelly, Silverman, and Cochrane 1972). The response
rate was adequate but did not meet the researcher’s expectations. The
relationship between values and performance was apparent from the survey
and some agents were hesitant to participate because of this.
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White values may be permanent in nature, according to Rokeach, they
are difficult to articulate as well. Insomuch as an organization exists in the
minds of its members, it has values. Managers were asked to reveal their
perceptions of the organizations’ values and there is no way to invalidate these
perceptions. However, in the case of Monarch, the company will soon liquidate.
Will the dissolution of the company disclaim the findings of this study? The
researcher thinks not. In fact, this corporate event provides opportunities to
look at the data in different ways. Did value (in)congruency in this particular
organization contribute to its demise? Did interviews with agents and managers
reveal weaknesses in the organization that could not have been detected in
financial statements? Future research may be guided by these questions.
This research rested on the assumption that values guide behavior. The
choice of scales available to measure personal and organizational values is
limited. The most widely used, comprehensive, and efficient measures of
values for this research were the Rokeach Value Survey and the Shared Values
Scale, respectively. However, the results of this study point out serious
limitations in each of those measures. Contrary findings depending on the
values scale used points to a measurement problem. The scales did not
address accurately the issue of value congruency. The Rokeach Value Survey
was difficult especially to translate into a meaningful and useful index. An effort
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should be made In future research to develop an organizational values scale
relevant to the organization and organizational members alike. Otherwise the
issue of value congruency will remain ambiguous.
Finally, the Value Exchange Model has never been tested empirically.
This was a first attempt at determining the existence of the value exchange
process and its effects. The agents were asked about the importance of the
values to themselves and from the managers, the importance of the values to
the organization. To the extent that the individual ranked a value highly, this
would suggest they are also accepting of that value. The analysis of the
Organizational Culture Index helped uncover how individuals perceive
themselves in light of their own organizational descriptions. The gap analysis
between agents’ contributions and managers’ expectations demonstrated which
values were actually exchanged and the level of disequilibrium in each
organization.

Suggestions for Future Research
The insurance industry was chosen as a setting in which values would
hold some importance. While this was definitely the case, value congruence
between organizational values and personal values of the agents did not affect
their performance levels as expected. As mentioned above, scale development
is needed in this area. Organizational values may hold for a corporate entity
and not necessarily apply to the individual. Personal values may override any
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concern for corporate identity, especially in a job which requires independence.
Values similarity between parties who choose to work together or are more
closely tied has more practical importance. Miller, Lewis, and Merenski (1985)
hypothesized about value exchanges among channel members. This has yet to
be investigated but seems important in light of the emphasis on relationship¬
building and channel partnerships (Anderson and Narus 1990; Hallen,
Johanson, and Seyed-Mohamed 1991).
Further research should be conducted to see if this study’s findings hold
for other types of salespeople, both in services and industry. Deshpande and
Webster (1989) indicated that a sale involves the transmittal of organizational
culture through products and symbols to the customer. The use of such
cultural "artifacts" makes the salesperson a seller (and a manager) of values.
Also in future modeling of salesperson performance, value congruency should
be tested as a component of organizational commitment. The Churchill, Ford,
and Walker Model of Salesperson Performance should be re-oriented to reflect
the relationships found and implied in this research. For examples, the strong
relationship value congruency has with role perceptions should not be
dismissed in a remodeling effort. The path between values and motivation
appears to be weak and anti-theoretical. However the relationship between
organizational commitment and motivation was not tested.
Finally, value differences based on gender issues were not investigated
in this study. The relative value congruence women experience in this sales
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tT *OwC oe interesting to research. The numbers of women in the
-s_re*ce fls c are re*. Are there fewer women because they are not recruited,
aren't recognized as naving the ’correct" values, or leave when they become
uncomfortable r an insurance sales job? The answer may lie in the values
- tne extrinsic reward system and the outcome-orientation for which
insurance saes is known.
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APPENDIX A
INTERVIEW QUESTIONS
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Interview questions for life insurance sales managers:
What other insurance companies have you worked for?
How would you describe the organizational character of this company?
How is this company different from others in the industry?
How does that affect the way you perform your job?
How might it affect your sales agents?
How many years have you been involved in agent supervision?
How many full-time agents do you have under contract?
How many sales representatives in your agency produced over $1 million (face
value) of business in the last calendar year?
Is that unusual?
How are sales agents evaluated and how often?
What is the turnover rate for sales agents in this agency?
Is that unusual?
What is involved in the training of a life insurance sales agent in this company?
How are salespeople rewarded for their performance?
What job outcomes are they interested in?
(Examples of job outcomes: Feelings of job security, feeling of being respected
by the sales manager, interesting work, feeling of accomplishment, feeling of
being respected by fellow salespersons, personal growth and career
development, national sales award, and Million Dollar Round Table Award.)
What does it take to be really successful in this organization?

Continued, next page.
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Interview questions for life insurance sales agents:
What other insurance companies have you worked for?
How did you get into life insurance sales?
What do like about your work?
What do you like about this company?
How would you describe the organizational character of this company?
How is this company different from others in the industry?
How does that affect the way you perform your job?
How often are you evaluated?
In what ways are you rewarded for your performance?
Describe the training and development programs you have participated in at
this company.
How are they different from other jobs you may have had?
What do you like about them? Dislike?
What job outcomes are you interested in?
What does the organization look for in new people?
What does it value about the individual?
Where are the individuals now who previously held this job? Why did they
move on?
What does it take to be really successful in this organization?
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APPENDIX B
FIRST MAILING: COVER LETTER TO AGENTS

UNIVERSITY OF MASSACHUSETTS
AT AMHERST

School ol Management

Department of Marketing
Amherst. MA 01003
(413) 549-4930

May 18,

1990

Phillip M. Van Tiem
Monarch Life Insurance Company
7125 Orchard Lake Road
Suite 309
West Bloomfield,

MI

48322

Organizational culture is an important topic in business
today.

You are a critical part of your organisation’s culture.

As a sales agent,
study,

you represent your company every day.

In this

you are being asked how you relate to your organisation and

your work.

Your name was drawn in a random sample of agents from

your company.

In order for the results to be truly representative

of the culture you create,
be completed and returned.
minutes to complete.
provided,

it

is important that each questionnaire

The questionnaire takes about 20

Please complete the questions in the booklet

place it in the business reply envelope,

seal it,

and

mail it back to me within five days.
You may be assured of complete confidentiality.

The

questionnaire has an identification number for mailing purposes.
This is so we may check off your name on our mailing list when
your questionnaire is returned.

Your name will never be placed on

the questionnaire.
One of the objectives of this study is to find out how you
feel about your work.
yourBelf

feel,

If you are interested in how others like

a summary of the results of this study will be made

available later this year.
by writing

You may receive a summary of results

"copy of results requested" on the back of the return

envelope,

and printing your name and address below it.

meantime,

I would be most happy to answer any questions you might

have.

Please write or call.

4930.

Thank you for your assistance.

Anne L.

The telephone number is

Balazs

Study Director
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In the
(413)

549-

APPENDIX C
QUESTIONNAIRE TO AGENTS

Creating Culture: A National
Study of Insurance Agents
May 1990

01313

This study is designed to better understand how insurance agents help to create
an organizational culture. What is your role in your organization? How do you
respond to your organization's policies? These are some of the important issues
that affect you in your work as an agent
Please answer all of the questions in this booklet If you wish to comment on
any of the questions or qualify your answers, please feel free to do so on the
back cover. Your comments will be read and taken into account

Thank you for your help.
Anne L. Balazs
Department of Marketing
School of Management
University of Massachusetts
Amherst, MA 01003

1
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ORGANIZATIONAL CULTURE
How would you describe the life insurance company with which you associate? Please circle
a score from the scale below which most closely corresponds with how you see your
organization.

Not
At All

DESCRIBES MY ORGANIZATION:

Very
Well

risk taking

12

3

4

collaborative

12

3

4

hierarchical

12

3

4

procedural

12

3

4

relationship-oriented

12

3

4

results-oriented

12

3

4

creative

12

3

4

encouraging

12

3

4

sociable

12

3

4

structured

12

3

4

pressurized

12

3

4

ordered

12

3

4

stimulating

12

3

4

regulated

12

3

4

respects personal freedom •

12

3

4

equitable

12

3

4

safe

12

3

4

challenging

12

3

4

enterprising

12

3

4

established

12

3

4

cautious

12

3

4

trusting

12

3

4

driving

12

3

4

power-oriented

12

3

4

2
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JOB SATISFACTION
The purpose of this section is to give you a chance to tell how you feel about your present sales
position: with what things you are satisfied and with what things you are not satisfied. Ask
yourself: How satisfied am I with this aspect of my job as an agent?
Please respond to the following conditions as they exist for you by circling the most appropriate
number.

On my present job, this is how I feel about..

Very
Satisfied

Very
Dissatisfied

Being able to keep busy all the time

1

2

3

4

5

The chance to work alone

1

2

3

4

5

The chance to do different things from time to time

1

2

3

4

5

The chance to be ''somebody" in the community

1

2

3

4

5

The way my GA/Agency Mgr. handles his associates

1

2

3

4

5

The competence of my GA/Agency Mgr. in making decisions

1

2

3

4

5

Being able to do things that don't go against my conscience

1

2

3

4

5

The way my job as an agent provides for steady employment

1

2

3

4

5

The chance to do things for other people

1

2

3

4

5

The chance to tell people what to do

1

2

3

4

5

The chance to do something that makes use of my abilities

1

2

3

4

5

The way company policies are put into practice

1

2

3

4

5

My compensation and the amount of work I do

1

2

3

4

5

The chances for advancement in this job as an agent

1

2

3

4

5

The freedom to use my own judgement

1

2

3

4

5

The chance to try my own methods of selling

1

2

3

4

5

The working conditions

1

2

3

4

5

The way my associates get along with each other

1

2

3

4

5

The praise I get for doing a good job as an agent

1

2

3

4

5

The feeling of accomplishment I get from my job as an agent

1

2

3

4

5

3
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ORGANIZATIONAL COMMITMENT
Listed below are a series of statements that represent possible feelings you might have about
the life insurance company with which you associate. Please indicate the level of your
agreement or disagreement with each statement by circling the most appropriate number.

Strongly
Disagree

Strongly

Agree

I am willing to put a great deal of effort beyond that normally
expected in order to help this organization be successful.

1

2

3

4

5

I talk up this organization to my friends as a great organization
with which to associate.

1

2

3

4

5

I feel very little loyalty to this organization.

1

2

3

4

5

I would do anything in order to
keep associating with this organization.

1

2

3

4

5

I find that my values and the organization's
values are very similar.

1

2

3

4

5

I am proud to tell others that I am part of this organization.

1

2

3

4

5

I could just as well be working with a different organization
as long as the type of work were similar.

1

2

3

4

5

This organization really inspires the very best in me in
the way of job performance.

1

2

3

4

5

It would take very little change in my present circumstances to
cause me to leave this organization.

1

2

3

4

5

I am extremely glad that I chose this organization to associate with
over others I was considering at the time I joined.

1

2

3

4

5

There's not too much to be gained by sticking with this
organization indefinitely.

1

2

3

4

5

Often, I find it difficult to agree with this organization's
policies on important matters relating to its agents.

1

2

3

4

5

I really care about the fate of this organization.

1

2

3

4

5

4
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Strongly
Agree

Strongly
Disagree
For me this is the best of all possible organizations with
which to associate.

1

2

3

4

5

Deciding to associate with this organization was a definite
mistake on my part

1

2

3

4

5

I find that sometimes I must compromise my personal principles
to conform to this organization's expectations.

1

2

3

4

5

My personal values are compatible with those of
this organization.

^

2

3

4

5

REWARDS
Below are fjv£ possible rewards for a sales job well done. How desirable are each of these
rewards to you? Please allocate a total of 100 points among these five rewards. The highest
number of points would go to the most desirable reward and the least number of points would
go to the least desirable reward. For example, this might be one sales agent's way of
distributing 100 points:
EXAMPLE:

FOR YOU:

POINTS

Job Security

10

Job Securitv

Increased Compensation

50

Increased Compensation

Social Recognition

30

Social Recognition

A Sense of
Accomplishment

5

A Sense of
Accomplishment

Personal Growth

5

Personal Growth

Total -

Total -

100

5
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POINTS

100

SALES WORK
Your job as an agent is different every day. How do you work? Please indicate the level of
your agreement or disagreement with each statement by circling the most appropriate number.

Strongly
Disagree

Strongly
Agree

I feel certain about how much authority I have.

1

2

3

4

5

There are clear, planned goals and objectives
for my position as an agent

1

2

3

4

5

I have to do things that should be done differently.

1

2

3

4

5

I know that I have divided my time properly.

1

2

3

4

5

I make a sale without the resources
to complete it

1

2

3

4

5

I know what my responsibilities are.

1

2

3

4

5

I have to buck a rule or policy to make a sale.

1

2

3

4

5

I work with two or more groups who operate
quite differently.

1

2

3

4

5

I know exactly what is expected of me.

1

2

3

4

5

6
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Strongly
Disagree

Strongly
Agree

I receive incompatible requests from
two or more people.

1

2

3

4

5

I do things that are apt to be accepted by
one person and not accepted by others.

1

2

3

4

5

I make a sale without adequate resources
and materials to execute it

1

2

3

4

5

The explanation is clear of what has to be done.

1

2

3

4

5

2

3

4

5

I work on unnecessary things.

My opinion of myself goes up when I make a sale.

1

2

3

4

5

I fe^i bad and unhappy when I discover that I have
performed poorly in my job as an agent

1

2

3

4

5

My own feelings generally are affected a great deal by
how well I do my job as an agent

1

2

3

4

5

I feel a great deal of personal satisfaction when I
do my job as an agent well.

1

2

3

4

5

7

212

VALUES
Here is a list of things that people look for, or want out of life. Put a check mark next to the
value which you believe is the most important to you. Next, compare the remaining values in
relation to the most important one, assuming the value checked is worth 100 points. Rate each
value by putting an 'x' on the chart
For example, if you checked 'PLEASURE' as your most important value, then, start with 'A
COMFORTABLE LIFE,' and ask yourself how many points 'A COMFORTABLE LIFE' is worth
to you if 'PLEASURE' is worth 100 points. If you think it is worth 30 points, put an 'x' between
20 and 40 on the chart Continue on through the 16 items.
Most
(Rate each item)

Important (check one)
A comfortable life

o—: —20—.J—40— J ■ ’60—-J—80--J—99

An exciting life

0-—* J —20— •._An_• J—60-- J •—■80—-J—99

A sense of accomplishment

0— | —20—•J—40— —60--1i

A world at peace

0—J —20— J-40—■J—60-- J —80—-J—99

A world of beauty

o—: —20— J—40—■j—60--J—80--J—99

Equality

0— !•—20— J-40— J—60--J—80--J—99

Family security

0—j.—20— J —40— J—60--J—80- -J—99

Freedom

0—J.—20—• J—40— J

Happiness

0—;•—20— j. —40— j—60--J—80--J—99

Inner harmony

0—-J —20— J —40— J—60--j —80—-J—99

Mature love

0— I*—20—.;-40— J—60--J—80--J—99

National security

0—j —20— -40— J—60-- J —80—-J—99

Pleasure

o—j —20—

_

Salvation

0—j —20—•{—40—•j—60--J

_

Self-respect

o—j —20—.;—40—•J—60--J—80--J—99

Social recognition

o—j —20—

True friendship

0—J —20—-J—40— •j—60--J—80--J—99

Wisdom

0—J —20—.•-40— j —60—-J—80--J—99

_

8
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60—-J—80--J—99

40— j—60--J—80--J—99
'80—-J—99

—40—■j—60--j—80--J—99

Here is a second list of values people strive toward in their lives. Put a check mark next to
the value which you believe is the most important to you. Next, compare the other values in
relation to the most important one, assuming the value checked is worth 100 points. Rate each
value on this page by putting an 'x' on the chart
For example, if you checked 'HONEST' as your most important value, then, starting with
'AMBITIOUS/ you will ask yourself how many points 'AMBITIOUS' is worth to you if
'HONEST' is worth 100 points. If you think it is worth 30 points, put an 'x' between 20 and
40 on the chart Continue on through the 18 items.
Most
Important (check one)

(Rate each Item)

Ambitious

o— i —20—•1—40— 1—60— 1—80—1—99

Broad minded

o—! —20— 1—40— 1—60— 1—80—1—99

Capable

0—1 —20— 1—40— 1 —60— 1—80—1—99

Cheerful

0—1 —20— 1—40— 1—60— 1—80—1—99

Clean

o—! —20— 1 —40— 1

Courageous

0—1 —20—

Forgiving

o—l —20— j—40— 1—60— 1—80—1—99

Helpful

0—| —20— j—40— 1—60— 1—80—1—99

Honest

•

1 -60— |—80—1—99

| —40— 1—60— • —80—1—99

0—I —20— J —40— 1—60— j—80—1—99
0—! —20— 1—40— 1—60— |—80-1-99

Independent

0—! —20— |—40— | —60— |__80—l-99

Intellectual

o—| —20— |—40— j —60— 1—80—1—99

Logical

o—s —20— 1—40— —60— 1-80—1-99

Loving

0—i —20— j—40— —60— 1—80—1—99

Obedient

0—1 —20— j—40— | —60— |—80—1—99

Polite

o—l —20— |—40— 1—60— j—80-1-99

Responsible

o—l —20— j—40— I —60— 1-80-1-99

Self-controlled

o—l —20—

■•
I•
o
1

Imaginative
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YOUR CONTRIBUTION TO THE CULTURE
Here is the list of organizational characteristics you saw earlier. To what extent do these
characteristics describe you? Please circle a score from the scale below which most closely
corresponds with how you see yourself in your organization.
DESCRIBES MYSELF:

Wry
Well

Not
At All

risk taking

3

4

collaborative

3

4

hierarchical

3

4

procedural

3

4

relationship-oriented

3

4

results-oriented

3

4

creative
encouraging

3

4

3

4

sociable

3

4

structured

3

4

pressurized

3

4

ordered

3

4

stimulating

3

4

regulated

3

4

respects personal freedom

3

4

equitable

3

4

safe

3

4

challenging

3

4

enterprising

3

4

established

3

4

cautious

3

4

trusting

3

4

driving

3

4

power-oriented

3

4

10
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YOU. THE SALES AGENT
P«£>e arewer the following questions about your background in sales.
categorization purposes only.
What is your age? _

These are for

Sex: M_ F_

What is the highest le*e! of education you have completed? (please rirde)
High school graduate or less
Some coliege
Associate's degree

1
2
3

College graduate
Graduate work or degree
Professional Certification?

4
5
Yes

Have wou e*er heid another sales position before this job? Yes_ No_
if yes what type of business were you in and for how long?
Type of Business

<-:cv.

Length of time

have you been a contracted agent at your present job? _Years

Have you e.er been contracted by another insurance company? Yes_
•yes for which compan/fies) and for how long?
Name of Company

No_

Length of time

What ✓.e'e your tota first year annualized commissions
ng * 9E9 (persona’ sales; for all lines?
S_

Number of new lives?_

What e the *e’hood of your associating with this company 2 years from now?
1
2
Very
Unlikely

3

4

5
Very
Likely

11
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No

COMMENTS
What do you feel is your company's greatest strength? Greatest weakness?

Is there anything else you would like to tell us about your company and/or your work? If so,
please use this space for that purpose.

Also, any comments you wish to make that you think may help us in future efforts to
understand insurance sales work will be appreciated.

12
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Note: This was on Monarch letterhead.

May 1990

Dear Agency Manager:

Anne Balazs, a doctoral student from the University of Massachusetts’ School
of Management is researching our company’s culture. She is surveying agents
and agency managers for their perceptions of the organization’s culture and its
effect on performance. This will be a very valuable service to our organization.
More importantly, it will provide you with immediate feedback on the
impressions agents and other agency managers have about Monarch.
All agents have been asked to participate in this study. If an agent inquires
about the study, I hope you will encourage them to respond. The questionnaire
takes 20 minutes or so to complete.
You are also being asked to participate. Please complete the questions in
the booklet provided, place it in the business reply envelope, seal it, and
mail it back to Ms. Balazs within five days.
You may be assured of complete confidentiality. The questionnaire has an
identification number for mailing purposes. This is so Ms. Balazs may check off
your name on her mailing list when your questionnaire is returned. Your name
will never be identified.
The results of the study will be made available to you as soon as Ms. Balazs
receives a significant response from the field. The more input from you, the
agency manager, and agents, the more representative and rewarding her
research will be to us.

Thank you for your help.

Sincerely,
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APPENDIX E
FIRST MAILING: MASS MUTUAL COVER LETTER TO MANAGERS
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May 4, 1990

Donald J. Harrington, CUJ, CfaPC
General Agent
Southern Connecticut - 178
Dear Don:
We have asked Anne Balazs, a doctoral student fran The University of
Massachusetts School of Management, to perform seme very lw key _
research of our general Ocnpany culture as it relates to its effect
on sales performance. She is surveying both the agents and Y
General Agent, in all the agencies of the Eastern Region to gettheir
perceptions of the organization's oilture and hew it effects them.
The focus here will be on MassMutual as a vhole and not on ycur
agency in particular.
Although there is no cost of this to you or the Heme Offioe, this
will be a very valuable service to ycu. It will provide yaj with
immediate feedback from a well-tested format cn the impressions that
your agents arri other General Agents have abcut MassMutual. She
agents that will be asked to participate in this research will be
selected at randcm from a total list of agents fran the Eastern
Region. We have done this because the focus is not on a partiaiLar
agency or General Agent, but rather on the MassMutual culture as a
whole. We fully anticipate that several agents wculd be fran ycur
agency.
If an agent does inquire about this study, would you please
encourage him or her to respond as quickly as possible. The
questionnaire they will be asked to ccuplete will take only 2
minutes or so to finish.
Anne will also need your personal input. Would you please oarplete
the questions to toe booklet provided and nail it back to Anne within
five days to the enclosed business reply envelope. Notice that this
information is going directly to her.and not to the Heme Offiae so
she can appropriately sumnarize the information.
You can be assured of corplete confidentiality with your respa^es..
Even though the questionnaire itself has an identification nuntoeTr 1^
is for mailing and matching purposes cnly. Thisis so Anne can check
off your name once ycur have returned ycur questionnaire, and she
will not bother you on any follcv-up requests. Once that is dome,
howevS? your naire will never be identified nor associated with your
input.
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A sunroary of your agent's responses will be sent to you this summer
along with a comparison with all other agents. Obviously# the more
input from you and your selected agents# the more representative and
rewarding the research will be to you.
If you have any questions regarding this survey# please call Anne or
leave a message for her at (413 ) 549-4930 during normal business
hours
Thanks very much for your help. I think you will be pleased with the
additional information that Anne can provide you concerning your
agents perceptions.
Sincerely#

/dir(42WL4)
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Creating Culture:
A National Study of
Insurance Agents and Managers
May 1990

This study is designed to better understand how insurance agents and managers
help to create an organizational culture. What is your role in your
organization? How do you respond to your organization's policies? These are
some of the important issues that affect you in your work as a manager.
Please answer all of the questions in this booklet If you wish to comment on
any of the questions or qualify your answers, please feel free to do so on page
8. Your comments will be read and taken into account

Thank you for your help.
Anne L. Balazs
Department of Marketing
School of Management
University of Massachusetts
Amherst, MA 01003

1
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VALUES
As a member of the business community, your life insurance company may support certain
values. Put a check mark next to the value which you believe is the most important to your
company (not agency). Next, compare the remaining values in relation to the most important
one, assuming the value checked is worth 100 points. Rate each value by putting an 'x' on the
chart.
For example, if you checked 'PLEASURE' as the most important value, then, start with 'A
COMFORTABLE LIFE,' and ask yourself how many points 'A COMFORTABLE LIFE' is worth
to your company if 'PLEASURE' is worth 100 points. If you think it is worth 30 points, put an
'x' between 20 and 40 on the chart Continue on through the 18 items.

Most
Important (check one)

(Rate each item)

-

A comfortable life

o—i--20-.j—40—

An exciting life

0— j —-20—-|—40—•j—60— j —80—- {—99

A sense of accomplishment

0— | --20--!—40—•!—60— {—80--1—99

A world at peace

0—

A world of beauty

0—!--20--J •■••40— J —60— !—80--1-99

Equality

0-—!--20-.j-40—•i—60— j

Family security

0—1--20-

Freedom

0—! --20--I—40-

Happiness

0—J--20-

Inner harmony

0—!--20--!—40— |—60— j —"80—-1—99

Mature love

O—i--20- —40— J—60— j— 80--1-99

National security

0— i —-20—- J --—40—•!—60— [ -—80—-1—99

Pleasure

0—J-—20—-{—40—•i—60— !—80--1—99

Salvation

0.—!-—20—-i—40— j

Self-respect

0—i~—20—-j—40—■!—60— J —80—-1-99

Social recognition

0—-!--20--J—40—.{—60— j—80--1—99

True friendship

0— {—-20--j—40—•J—60— •—80- -1—99

Wisdom

0—i--20--J—40—.;—60— J —80—-1-99

2
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—60— |—80—-!—99

-20--1-40—■!—60— j.

.

80—-1—99

■ ■ ■■ 80—-1—99

—40—■|—60— ;—80—-1—99
—60— i—80--1-99

-40—.J—60— | —80—-1—99

i

60— J—80--1-99

As a member of the business community, your life insurance company may wish to project
certain values. Put a check mark next to the value on this page which you believe is the most
important to your company (not agency). Next, compare the other values in relation to the
most important one, assuming the value checked is worth 100 points. Rate each value by
putting an 'x' on the chart
For example, if you checked 'HONEST' as the most important value, then, starting with
'AMBITIOUS,' you will ask yourself how many points 'AMBITIOUS' is worth to your company
if 'HONEST' is worth 100 points. If you think it is worth 30 points, put an 'x' between 20 and
40 on the chart Continue on through the 18 items.
Most

(Rate each item)

Important (check one)
Ambitious

0-1--20——J —40—— [ —60—-j—80—-!— 99

Broad minded

0—!--20-— J —40“—! —60—— j —80—-i—99

Capable

0-1--20-— J —40“-i—60-—!—80-

Cheerful

0--!-—20—-!—40“—!—60-—!—80--!—99

Clean

0— 1 --20-“!-40-— J ■

Courageous

0— J -*-20- — J —40* — J —60-—!—80--!— 99

Forgiving

0-—!--20---!—40-— J ■■■■60--|—80--J —99

Helpful

0-—!--20-

Honest

0—J--20- -J—40-—!—60- —!—80--!—99

Imaginative

0—— j —-20-— j —40- —!—60-— J—80—-1-99

Independent

0—|-—20—“!—40-—!—60-— |—80- -J—99

Intellectual

0—!-■—20—-!-40- ~!—60-~!—80--!— 99

Logical

0—!--20-“!—40- — | —-60* -!—80--!— 99

Loving

0—!--20--{—40- — {—60- — [

Obedient

0— {—-20-—J —40- — |—60- —:—so--i—99

Polite

0—-|--20-

Responsible

0—|--20-

—40- — J—60- — J—80--1—99

Self-controlled

0-1- -20-

—40- — |—60- —J —8 0—-1—99

99

-60-—!—80--i— 99

oi
•I
T

~|—60-—|——80— - J —99
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—!—60- — {—80—-1—99

oi

I1
••

3

-—80—-1-99

ORGANIZATIONAL CULTURE
How would you describe the life insurance company with which you associate? Please circle
a score from the scale below which most closely corresponds with how you see your
organization.
Not
At All

DESCRIBES MY ORGANIZATION:

Very
Well

risk taking
collaborative

1

2

1

2

hierarchical

1

2

procedural
relationship-oriented

1

2

1

2

results-oriented

1

2

creative
encouraging

1

2

1

2

sociable
structured

1

2

1

2

pressurized

1

2

ordered

1

2

stimulating

1

2

regulated
respects personal freedom

1

2

1

equitable

1

2
2

safe
challenging

1

2

1

2

enterprising
established

1
1

2
2

cautious

1

2

trusting

1

2

driving
power-oriented

1

2
2

1

4

227

3
3
3
3
3
3
3
3
3
3
3
3
3
3
3
3
3
3
3
3
3
3
3
3

4
4
4
4
4
4
4
4
4
4
4
4
4
4
4
4
4
4
4
4
4
4
4
4

EXPECTATIONS of the culture

Here is the list of organizational characteristics you saw earlier. To what extent do you expect
vour agents to possess these same characteristics? Please circle a score from the scale below
which most closeh corresponds with the expectations of your organization.
Not
At All

Very
Well

risk taking

1

collaborative

1

hierarchical

1

procedural
relationship-oriented

1

results-oriented

1

creative
encouraging

1

sociable

1

structured

1

pressurized

1

ordered

1

stimulating

1

regulated

1

respects personal freedom

1

equitable

1

safe
challenging

1

enterprising

1

established

1

cautious

1

trusting

1

driving
power-oriented

1

4
4
4
4
4
4
4
4
4
4
4
4
4
4
4
4
4
4
4
4
4
4
4
4

I EXPECT AGENTS TO BE:

1

1

1

1

5
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ORGANIZATIONAL COMMITMENT
Listed below are a series of statements that represent possible feelings you might have about
the life insurance company with which you associate. Please indicate the level of your
agreement or disagreement with each statement by circling the most appropriate number.

Strongly
Disagree

Strongly
Agree

I am willing to put a great deal of effort beyond that normally
expected in order to help this organization be successful.

1

2

3

4

5

I talk up this organization to my friends as a great organization
with which to associate.

1

2

3

4

5

I feel very little loyalty to this organization.

1

2

3

4

5

I would do anything in order to
keep associating with this organization.

1

2

3

4

5

I find that my values and the organization's
values are very similar.

1

2

3

4

5

I am proud to tell others that I am part of
this organization.

1

2

3

4

5

I could just as well be working with a different organization
as long as the type of work were similar.

1

2

3

4

5

This organization really inspires the very best in me in
the way of job performance.

1

2

3

4

5

It would take very little change in my present circumstances to
cause me to leave this organization.

1

2

3

4

5

I am extremely glad that I chose this organization to associate with
over others I was considering at the time I joined.

1

2

3

4

5

There's not too much to be gained by sticking with this
organization indefinitely.

1

2

3

4

5

Often, I find it difficult to agree with this organization's
policies on important matters relating to its agents.

1

2

3

4

5

I really care about the fate of this organization.

1

2

3

4

5

6
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For me this is the best of all possible organizations with
which to associate.

1

2

3

4

5

Deciding to associate with this organization was a definite
mistake on my part

1

2

3

4

5

I find that sometimes I must compromise my personal principles
to conform to this organization's expectations.

1

2

3

4

5

My personal values are compatible with those of
this organization.

1

2

3

4

5

I

YOU, THE MANACER
Please answer the following questions about your background.
What is your age? _

Sex:

M_ F_

What is the highest level of education you have completed? (please circle)
High school graduate or less
Some college
Associate's degree

1
2
3

College graduate
4
Graduate work or degree
5
Professional Certification Yes

Have you ever held another managerial position before this job? Yes
If yes, what type of business were you in and for how long?

Length of time

Type of Business

Have you ever been associated with another insurance company? Yes_
If yes, with which company(ies) and for how long?
Length of time

Name of Company

What is the likelihood of your associating with this company 2 years from now?
1
2
Very
Unlikely

3

4

7
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5
Very
Likely

No

How many years have you been involved in agent supervision?

_Yrs.

How many full-time agents do you have under contract?

_

How many sales representatives in your agency produced over
$1 million (face value) of business in the last calendar year?

_

COMMENTS
What do you feel is your company's greatest strength? Greatest weakness?

Is there anything else you would like to tell us about your company and/or your work? If so,
please use this space for that purpose.

Also, any comments you wish to make that you think may help us in future efforts to
understand insurance sales work will be appreciated.

8
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June 1, 1990
Dear Agent:
Last week, a “Creating Culture" survey was mailed to you. If you have already
completed and returned the questionnaire, thank you for your participation. If
not, please do so today.
In order to insure an accurate representation of all agents in your company, we
need you to complete and return your questionnaire as soon as possible.
If for some reason you did not receive a “Creating Culture" survey, or if you
have questions, please call me at the University of Massachusetts' School of
Management. The telephone number is (413) 549*4930. Thank you.

Anne L. Balazs
Study Director
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APPENDIX H
FOLLOW-UP POSTCARD TO MANAGERS

June 1,1990
Dear Manager:
Last week, a 'Creating Culture" survey was mailed to you. If you have already
completed and returned the questionnaire, thank you for your participation. If
not, please do so today.
In order to insure an accurate representation of all managers in your company,
we need you to complete and return your questionnaire as soon as possible.
If for some reason you did not receive a "Creating Culture" survey, or if you
have questions, please call me at the University of Massachusetts' School of
Management. The telephone number is (413) 549-4930. Thank you.
Sincerely,

Anne L. Balazs
Study Director

APPENDIX I
SECOND MAILING: COVER LETTER TO AGENTS
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UNIVERSITY OF MASSACHUSETTS
AT AMHERST

School of Management

Department of Marketing
Amherst. MA 01003
(413) 549-4930

June 26,

1990

Sally A.

Livingston

MassMutual
Plaza Level,
P.O.

6th Floor

Box 15349

1500 Main Street
Springfield,

MA

01115

About three weeks ago,

I wrote to you seeking your thoughts on your work

as an insurance agent and your company culture.

Included with ny letter

was a Creating Culture questionnaire and a business reply envelope.
of today,

As

we have not yet received your completed questionnaire.

Since the first mailing,

we have received calls and letters from agents

regarding the Creating Culture study.

This is a multi-organizational

study initiated within the Marketing Department at the University of
Massachusetts.
conducted

It is strictly academic research and is not being

for consulting purposes.

The survey is part of a larger study

involving interviews with agents and observations of insurance agencies,
and agents,

at work.

We have undertaken this study because we believe

your opinion should be taken into account

in the forming of sales

management theory.
I

am writing to you again because of the significance each questionnaire

has to the usefulness of this study.

In order for the results to be

truly representative of all life insurance agents,

it is essential that

each person who was selected return their questionnaire.
will be analyzed in an aggregated form,

The results

so that no individual response

will be identified.
In the event that your questionnaire has been misplaced,
is enclosed.
me at

(413)

If you have any questions regarding the study,
549-4930 or at home

(413)

greatly appreciated.
Sincerely

Anne L.

a replacement

Balazs

Study Director
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253-2090.

please call

Your cooperation is

APPENDIX J
SECOND MAILING: COVER LETTER TO MANAGERS
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UNIVERSITY OF MASSACHUSETTS
AT AMHERST

School of Management

Deoartment of Marketing
Amherst. MA 01003
(413) 545-4930

June 20,

1990

Robert H. Hart, Jr. CLU, Agency Manager
Monarch Life Insurance Company
Northpark Town Center
Building 400, Suite 1250
1000 Abernathy Road, NE
Atlanta, GA 30328
About three weeks ago, you received a questionnaire seeking
your thoughts on your work in the insurance business and your
company culture.
As of today, we have not yet received your
completed questionnaire.
Since the first mailing, we have received calls and letters
from managers regarding the Creating Culture study.
This is
a multi-organizational study initiated within the Marketing
Department at the University of Massachusetts.
It is
strictly academic research and is not being conducted for
consulting purposes.
The survey is part of a larger study
involving interviews with agents and managers and
observations of insurance agencies at work.
We have
undertaken this study because we believe your opinion should
be taken into account in the forming of sales management
theory.
I am writing to you again because of the significance each
questionnaire has to the usefulness of this study.
In order
for the results to be truly representative, it is essential
that each person who was selected return their questionnaire.
The results will be analyzed in an aggregated form, so that
no individual response will be identified.
In the event that your questionnaire has been misplaced, a
replacement is enclosed.
If you have any questions, please
call me at the University: (413) 549-4930 or at home: (413)
253-2090.
Your cooperation is greatly appreciated.
Sincerely,

Anne L. Balazs
Study Director
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